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Executive	  Summary	  
The	  first	  phase	  of	  the	  East	  Africa	  Dairy	  Development	  Project	  (EADD)	  began	  in	  2008	  with	  the	  goal	  of	  doubling	  
dairy-­‐derived	   income	   among	   179,000	   smallholder	   farmers	   by	   2017.	   The	   project	   reflects	   a	   USD51.52	   M	  
investment	  over	  five	  and	  a	  half	  years	  to	  enhance	  dairy	  production	  and	  market	  access	  for	  smallholder	  farmers	  
in	   Kenya,	   Uganda,	   and	   Rwanda.	   	   The	   project	   is	   implemented	   through	   a	   consortium	   led	   by	   Heifer	  
International	   (HI).	   HI’s	   consortium	  partners	   are:	   Techno	   Serve	   (TNS),	   the	   International	   Livestock	   Research	  
Institute	   (ILRI),	   African	   Breeders	   Total	   Cattle	  Management	   (ABS-­‐TCM)	   and	   the	  World	   Agroforestry	   Centre	  
(ICRAF).	  	  	  
The	  strategy	   for	  dairy	   farmers	   living	  on	  small	  1-­‐5	  acre	  plots	   to	  double	   their	  dairy-­‐related	   incomes	   include:	  
increasing	   ownership	   of	   cross-­‐bred	   cows,	   increasing	   the	   amount	   of	   milk	   their	   cows	   produce	   and	  
strengthening	  farmer’s	  relationship	  to	  formal	  markets	  so	  that	  they	  can	  sell	  more	  milk.	  	  
Since	  2009,	  project	   literature	  cites	  the	  production	  of	  288.6	  M	  L	  of	  milk	   (sales	  valued	  at	  USD	  83.3M)	  and	  a	  
cumulative	  pay	  out	  of	  USD	  71	  M	  to	  farms	  with	  gross	  profits	  to	  dairy	  farmer	  business	  associations	  of	  USD	  9.9	  
M.	  By	  2012	  the	  project	  had	  registered	  a	  total	  189,281	  farmers,	  and	  19.6%	  of	  these	  were	  actively	  supplying	  
milk.	  	  The	  planning	  for	  a	  second	  phase	  of	  the	  project	  is	  underway.	  	  
Since	   the	   project	   inception,	   four	   variants	   of	   the	   hub	  model	   have	   evolved	   including	   hubs	   with	   1)	   farmer-­‐
owned	  chilling	  plants,	  2)	  processor-­‐owned	  chilling	  plants,	  3)	  Traditional	  market	   (TM)	  hubs	  with	  no	  chilling	  
plants	  that	  bulk	  milk	  and	  4)	  TM	  hubs	  that	  do	  not	  bulk	  milk.	  	  In	  Kenya,	  all	  of	  the	  hubs	  are	  farmer-­‐owned.	  In	  
Uganda	  all	  4	  variations	  of	  the	  hubs	  exist.	  
In	   2010,	   a	   mid-­‐term	   evaluation	   illustrated	   significant	   progress	   towards	   achieving	   positive	   impacts	   on	  
household	  income.	  The	  results	  indicated	  that	  income	  rose	  from	  dairy,	  household	  livelihood	  strategies	  were	  
diversified,	  and	  that	  commercialization	  of	  small-­‐scale	  dairy	  production	  had	  improved.	  The	  technical	  support	  
provided	  by	  project	  staff	  to	  participating	  farmers	  also	   improved	  livelihood	  security	  through	  the	  production	  
of	   higher	   quality	   milk	   in	   certain	   cooperatives.	   Furthermore,	   milk	   production	   increased	   dramatically,	   milk	  
quality	   improved	   and	   the	   milk	   value	   chain	   approach	   increased	   the	   access	   to	   markets	   by	   participating	  
farmers.	  Chilling	  plants	  appeared	  to	  be	  improving	  their	  efficiency	  in	  business	  terms,	  the	  hubs	  provided	  new	  
integrated	  services	  and	   farmers	  access	   to	  new	  technologies	   increased,	  creating	   the	  possibility	  of	  making	  a	  
transition	  from	  traditional	  to	  modern	  breeds	  through	  artificial	  insemination	  services.	  Farmers	  were	  shown	  to	  
be	   rapidly	   adopting	   improved	   feeding	   practices	   and	   animal	   health	   care.	   The	   project's	   gender	   strategy	  
encouraged	  women	   participants	   in	   the	   dairy	   farmer	   business	   associations	   as	  managers	   and	   shareholders.	  
EADD	   was	   recognised	   within	   its	   operating	   areas	   for	   its	   role	   in	   introducing	   a	   new	   model	   of	   dairy	  
development.	  	  
Building	  on	  these	  results,	  BMGF	  commissioned	  ALINe	  to	  do	  an	  independent	  study	  of	  the	  dairy	  hub	  model	  to	  
generate	   insights	   that	   could	   be	   used	   to	   inform	   a	   second	   phase	   of	   the	   project.	   	   Phase	   II	   would	   focus	   on	  
extending	  the	  approach	  or	  model	  in	  Kenya	  and	  Uganda	  and	  expanding	  the	  concept	  to	  Ethiopia	  and	  Tanzania.	  
In	  addition	  the	  findings	  from	  this	  study	  could	  complement	  a	  more	  quantitative	  evaluation	  planned	  for	  early	  
2013	  by	  EADD.	  
Key	  questions	  for	  the	  study	  were	  identified	  through	  an	  iterative	  process,	  which	  involved	  moving	  to,	  broader,	  
more	   open	   questions	   that	   better	   reflected	   the	   learning	   and	   insight	   focus	   of	   the	   study,	   and	   	   to	   fewer	  
questions	  commensurate	  with	  short	  time	  available	  for	  implementing	  the	  study.	  The	  key	  questions	  are:	  
1. What	  are	  the	  hubs	  and	  how	  do	  they	  function?	  
2. Why	  are	  they	  functioning	  this	  way	  and	  how	  have	  they	  evolved?	  
3. What	  value	  are	  the	  hubs	  creating	  for	  key	  actors?	  
4. What	  are	  the	  constraints	  and	  opportunities	  for	  adding	  value	  for	  key	  actors	  involved	  in	  the	  hubs?	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ALINe	  primarily	  identified	  all	  the	  actors	  in	  the	  hubs	  and	  within	  EADD’s	  implementation	  structure.	  Hub	  actors	  
as	  well	  as	  EADD	  staff	  at	  the	  regional,	  country	  and	  cluster	  levels	  were	  interviewed	  through	  a	  semi-­‐structured	  
approach.	   Participatory	   Group	   Discussions	   were	   held	   with	   farmers,	   DFBA	   boards	   and	   EADD	   teams.	   The	  
interview	   data	   from	   each	   hub	   was	   analysed	   through	   concept-­‐mapping	   software	   and	   compiled	   into	   case	  
study	  “matrices”.	  Each	  case	  study	  matrix	  was	  verified	  and	  refined	  through	  an	   iterative	  process	  of	  multiple	  
rounds.	  The	  matrices	  provide	  a	  detailed	  narrative	  for	  each	  hub	  from	  the	  point	  of	  view	  of	  hub	  actors.	  	  
Five	   individual	  hubs	   in	  Kenya	  and	  Uganda	  were	  examined	  in	  6	  weeks.	  Findings	   in	  this	  study	  represent	  only	  
10%	  of	   the	   total	  of	   52	  hubs	  developed	  over	   the	  past	  4-­‐5	   years	   in	  Kenya	  and	  Uganda	   (Key	   success	   factors	  
across	  the	  hubs	  and	  the	  programme	  level	  include;	  	  
• Good	   governance,	   management	   and	   commitment/trust	   of	   farmers	   can	   be	   more	   important	   than	   the	  
potential	  for	  milk	  production	  as	  success	  factors	  in	  a	  hub	  setting.	  
• An	  important	  consideration	  for	  site	  selection	  is	  not	  only	  whether	  farmers	  can	  produce	  sufficient	  milk	  for	  
collective	  marketing	  but	  also	  whether	  they	  will	  engage	  in	  collective	  marketing	  of	  their	  milk.	  Investment	  
in	   good	   quality	   studies	   to	   underpin	   selection	   of	   sites	   for	   hubs	   is	   an	   important	   principle	   during	   the	  
inception	   stage.	   Involving	   them	   in	   the	   use	   of	   evidence	   based	   decision	   making	   and	   discipline	   in	   this	  
regard	  may	  be	  a	  positive	  way	  of	  building	  trust,	   incentives	  and	  profitability	  for	  the	  hub	  and	  the	  farmers	  
simultaneously.	  
• Findings	  from	  the	  Cherobu,	  Buikwe,	  Lugushulu	  and	  Nabitanga	  hubs	  suggest	  that	  rather	  than	  replicating	  a	  
fixed	   model	   (CP	   with	   an	   initial	   minimum	  membership	   target)	   it	   may	   be	   fruitful	   to	   look	   for	   locations	  
where	  local	  developments	  are	  creating	  conditions	  where	  hubs	  could	  be	  initiated,	  and	  to	  support	  these	  
with	  seed	  money	  and	  encourage	  them	  to	  evolve	  along	  pathways	  that	  are	  responsive	  to	  local	  conditions.	  
The	  TM,	  processor-­‐owned	  CP	  and	  hybrid	  farmer/processor	  owned	  asset	  models	  illustrate	  some	  possible	  
arrangements	  that	  may	  be	  suitable.	  
• As	   illustrated	   by	   the	   examples	   of	   Lugushulu,	   Buikwe	   and	   Nabitanga,	   the	   minimum	   target	   of	   2,000	  
members	  required	  to	  access	  support	  from	  EADD	  may	  be	  inappropriate	  in	  hubs	  that	  are	  farmer	  initiated	  
or	   led.	  This	   is	  emphasized	  when	   looking	  at	  the	  data	  obtained	  between	  numbers	  of	   farmers	  at	  the	  hub	  
that	   were	   active	   or	   inactive.	   The	   disparity	   in	   data	   presented	   by	   hub	   managers	   and	   EADD	   staff	   is	  
disconcerting	   and	   without	   tracking	   this	   more	   frequently,	   it	   may	   be	   impossible	   to	   really	   understand	  
farmer	  behaviour.	  To	  also	  be	  able	  to	  understand	  if	  farmers	  are	  becoming	  inactive	  because	  this	  enables	  
them	  to	  side	  sell	  milk	  at	  a	  higher	  price	  is	  important	  to	  establish	  through	  the	  use	  of	  metrics	  and	  adequate	  
time	   to	   reflect	  on	   them.	  A	  key	  question	   remains	  as	   to	   the	   incentive	   structure	   for	   smallholder	   farmers	  
and	  their	  profitability,	  how	  to	  build	  their	  capacities	  to	  adapt	  to	  their	  choice	  of	  sales	  channels	  depending	  
on	   what	   they	   feel	   offers	   them	   the	   flexibility	   they	   need	   to	   manage	   the	   varying	   demands	   on	   their	  
household	  incomes.	  
• In	   the	  case	  of	  Cherobu,	  a	   farmer-­‐owned	  chilling	  plant	   facility	  practised	  bulking	  without	   chilling	  before	  
making	  the	  transition	  to	  operating	  a	  chilling	  plant.The	  Nabitanga	  hub	  is	  an	  example	  of	  hybrid	  ownership:	  
the	   farmer	   cooperative	   owns	   the	   main	   chilling	   plant	   and	   the	   processor	   owns	   an	   associated	   satellite	  
plant.	  These	  examples	  suggest	  1)	  that	   it	  may	  be	  useful	  to	  view	  the	  farmer-­‐owned	  chilling	  plant	  as	  one	  
possibility,	  rather	  than	  as	  a	  preferred	  or	  expected	  endpoint;	  and	  2)	  that	  there	  may	  be	  value	  in	  taking	  an	  
evolutionary	   view	   of	   hub	   development	   rather	   than	   a	   more	   blueprint-­‐oriented	   view.	   Further,	   while	  
collection	  and	  bulking	  may	  be	  seen	  as	  a	  low	  investment	  business	  venture,	  it	  may	  be	  a	  good	  starting	  and	  
learning	  point,	  and	  allows	  social	  capital	   to	  develop	  before	  moving	   into	  a	  CP	  which	   is	  more	  capital	  and	  
management	  intensive.	  
• Several	   opportunities	   exist	   to	   bring	   milk	   closer	   to	   collection	   points,	   nearer	   to	   farmers’	   point	   of	  
production,	   to	   increase	   the	   quantity	   of	   milk	   for	   cooling	   plants	   and	   minimize	   the	   necessity	   for	   high	  
utilization	   of	   transporters	   to	   get	   milk	   to	   chilling	   plants.	   Opportunities	   exist	   for	   encouraging	   feed	  
enterprises	  or	  value	  addition	  enterprises	  to	  grow	  around	  the	  hubs,	  making	  the	  hubs	  more	  attractive	  by	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1)	  ensuring	  timely	  payments	  to	  milk	  suppliers	  and	  service	  providers,	  and	  2)	  by	  increasing	  the	  number	  of	  
satellite	  chillers.	  	  Opportunities	  also	  exist	  to	  manage	  the	  economic	  impacts	  of	  seasonality	  by:	  3)	  paying	  
farmers	  less	  during	  high	  season	  and	  paying	  out	  the	  reserve	  during	  the	  low	  season;	  4)	  developing	  feeds	  
based	  on	  locally	  available	  cereals;	  5)	  facilitating	  investment	  in	  domestic	  water	  collection	  systems.	  
• Engaging	  public	  sector	  agencies	  is	  a	  necessity	  and	  should	  be	  a	  deliberate	  strategy.	  	  
• Limited	   monitoring	   data	   on	   business	   metrics,	   membership	   (e.g.,	   numbers	   of	   active	   members	   and	  
reasons	  for	  inactivity)	  and	  other	  key	  hub	  dynamics	  (e.g.,	  emerging	  outcomes)	  limits	  the	  capacity	  of	  hub	  
boards	  and	  managers	  for	  strategic	  management,	  and	  the	  capacity	  of	  EADD	  to	  make	  strategic	  decisions	  
that	  are	  evidence	  based,	  as	  well	  as	  effective	  for	  facilitation	  and	  supporting	  farmer	  needs.	  
	  
A	  number	  of	  key	  recommendations	  and	  questions	  arise	  from	  this	  study	  of	  the	  hub	  model	  approach	  for	  dairy	  
value	  chain	  development	  in	  East	  Africa.	  
• A	   successful	   hub	  model	   or	   approach	   has	   clear	   differences	   dictated	   by	   different	   sites	   and	   the	   context	  
within	   this	   study.	  Developing	   the	  model/approach	  according	   to	   farmer	  needs	  and	  the	  opportunities	   in	  
the	   local	   context	  appears	   to	  be	  more	   successful	   than	  a	   single	  model	   strategy.	   	  Taking	  an	  evolutionary	  
view	  of	  hub	  development	  allows	  hub	  managers	  and	  farmers	   to	  develop	  the	  capacity	   to	  direct	   the	  hub	  
according	  to	  the	  local	  opportunities	  and	  markets	  that	  they	  are	  uniquely	  suited	  to	  respond	  to.	  
• Balancing	   the	   tension	   between	   scaling-­‐up	   fast	   and	   taking	  more	   time	   to	   learn	   from	   implementation	   is	  
likely	   to	   be	   a	   very	   useful	   investment.	   Allowing	   more	   time	   for	   learning	   can	   lead	   to	   better	   strategic	  
decisions	  for	  each	  hub	  and	  across	  hubs.	  The	  refinement	  of	  the	  stage-­‐gate	  assessment	  as	  a	  working	  tool	  
for	   multiple	   actors	   should	   be	   prioritized	   but	   it	   should	   be	   simplified	   in	   line	   with	   hub	   managers	  
understanding.	  
• A	  systematic	  investment	  in	  M&E	  will	  help	  refine	  the	  logic	  model	  and	  the	  spectrum	  of	  data	  capture	  and	  
will	  allow	  the	  assumptions	  of	  the	  models	  to	  be	  tested	  effectively,	  which	  will	   lead	  to	  financial	  and	  time	  
related	  efficiencies	  and	  better	  strategic	  choices.	  
• Suggestions	   and	   refinements	   for	   data	   collection	   at	   different	   levels,	   and	   a	   reduction	   in	   the	   number	   of	  
indicators	  for	  routine	  M&E	  tracking	  are	  made	  with	  a	  distinction	  between	  business	  metrics	  and	  outcome	  
indicators.	  Addressing	  structural	  barriers	  to	  this	  in	  the	  implementation	  structure	  for	  EADD	  are	  critical	  in	  
addressing	  this	  issue	  in	  the	  most	  effective	  way.	  
• Measurement	  efforts	  should	  track	  market	  spillovers,	  multipliers	  and	  benefits,	  including	  asset	  acquisition	  
and	  employment.	  Measuring	  the	  dynamics	  of	  change	  in	  a	  market	  system	  are	  currently	  not	  captured	  in	  
Phase	   I	  and	  are	   likely	   to	   illustrate	  greater	   financial	  benefits	  and	   returns	   to	   those	  engaging	   (actively	  or	  
passively)	  with	  the	  hubs	  and	  providing	  a	  better	  illustration	  of	  value	  derived	  for	  primary	  beneficiaries.	  The	  
implications	   for	   this	   are	   that	   the	  EADD	  project	  may	  have	  underestimated	   the	   total	   accrued	  benefit	   to	  
farmers	  during	  its	  first	  phase.	  
• Phase	  II	  should	  emphasize	  learning	  that	  can	  help	  the	  project	  to	  really	  unpack	  and	  think	  through	  trade-­‐
offs	   within	   a	   systems	   approach	   particularly	   in	   geographies	   where	   the	   maturity	   of	   the	   market	   is	   still	  
undeveloped	  which	  is	  likely	  to	  be	  necessary	  for	  Ethiopia	  and	  Tanzania.	  However,	  involving	  the	  different	  
levels	   of	   actors	   is	   important	   in	   building	   a	   common	   vision,	   strategy	   and	   relationship	   based	  on	   trust	   to	  
achieve	  this.	  
• In	   relation	   to	   the	   upcoming	   independent	   evaluation	   of	   EADD,	   an	   evaluability	   assessment	   is	  
recommended	  as	  a	  preliminary	  step,	  to	  assess	  the	  extent	  to	  which	  the	  proposed	  evaluation,	  as	  framed	  in	  
the	  Terms	  of	  Reference,	   is	   likely	   to	  be	   feasible,	   credible	  and	  useful.	  The	  evaluability	  assessment	  could	  
address	  three	  main	  areas:	  1)	  clarifying	  what	  EADD	  tried	  to	  achieve	  and	  how,	  by	  revisiting	  and	  refining	  its	  
theory	   of	   change;	   2)	   reviewing	   the	   TOR	   questions	   to	   assess	   whether	   there	   is	   already	   sufficient	  
information	  available	  about	  any	  of	  them;	  3)	  reviewing	  available	  data	  to	  see	  if	   it	   is	  adequate	  to	  support	  
the	  evaluation.	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1. EADD	  Project	  Introduction	  
The	  East	  Africa	  Dairy	  Development	  Project	   (EADD)	   is	  a	  10-­‐year	   regional	   industry	  development	  programme	  
focused	  on	  enhancing	  dairy	  production	  and	  market	  access	  for	  smallholder	  farmers	  in	  East	  Africa.	  	  The	  project	  
operates	   in	   selected	   areas	  of	   Kenya,	  Uganda	  and	  Rwanda,	  with	   a	  budget	  of	  USD	  51.32M	   through	  a	   grant	  
from	  the	  Bill	  &	  Melinda	  Gates	  Foundation	  (BMGF).	  The	  project	  is	  implemented	  through	  a	  consortium	  of	  five	  
organisations:	  Heifer	  International,	  Techno	  Serve	  (TNS),	  the	  International	  Livestock	  Research	  Institute	  (ILRI),	  
African	  Breeders	  Total	  Cattle	  Management	  (ABS-­‐TCM)	  and	  the	  World	  Agroforestry	  Centre	  (ICRAF).	  	  	  
The	  first	  phase	  of	  the	  East	  African	  Dairy	  Development	  (EADD)	  project	  began	  in	  2008	  and	  is	  expected	  to	  draw	  
to	  a	  close	  in	  June	  2013	  (5.5	  years).	  Phase	  II	  is	  expected	  to	  dovetail	  with	  Phase	  I	  and	  launch	  in	  2013.	  Phase	  II	  
will	  focus	  on	  extending	  the	  application	  of	  the	  model	  within	  countries	  where	  the	  project	  currently	  operates,	  
and	  expanding	  the	  concepts	  to	  new	  countries.	  
The	   project	   seeks	   to	   achieve	   its	   vision	   of	   improved	   income	   for	   smallholder	   dairy	   farmers	   by	   focusing	   on	  
three	  project	  objectives	  (PO):	  
• PO1:	  Generate	  information	  for	  informed	  decision-­‐making	  on	  the	  dairy	  value	  chain	  and	  develop	  
innovative	  solutions	  for	  use	  of	  resources	  that	  increase	  income	  
• PO2:	  Expand	  dairy	  markets	  and	  increase	  market	  access	  for	  smallholder	  farmers	  
• PO3:	  Sustainably	  increase	  dairy	  productivity	  and	  efficiency	  
	  
In	  the	  original	  project	  design	  these	  complementary	  objectives	  would	  be	  implemented	  sequentially.	  	  
Core	  interventions	  of	  the	  project	  include:	  
• Establishment	  of	  dairy	  hubs	  centred	  on	  new	  and	  existing	  chilling	  plants	  (CP)	  as	  well	  as	  traditional	  
market	  hubs	  
• Creation	  of	  Dairy	  Farmer	  Business	  Associations	  (DFBA)	  capable	  of	  managing	  hubs	  
• Support	  for	  increased	  milk	  production	  and	  profitability	  through	  improved	  animal	  husbandry	  
• Promotion	  of	  Business	  Development	  Services	  (BDS)	  as	  viable	  dairy-­‐related	  enterprises	  
	  
Each	   hub	   is	   intended	   to	   evolve	   into	   a	   profitable	   agribusiness	   centre	   that	   promotes	   small	   farm	   and	   rural	  
development	  by	  operating	  at	  a	  scale	  significant	  enough	  to	  support	  both	  the	  dairy	  farmers	  and	  a	  network	  of	  
businesses.	  These	  businesses	  are	  expected	  to	  deliver	  farm	  supply	  and	  other	  services	  to	  the	  dairy	  farmers	  and	  
the	  surrounding	  community,	  where	  they	  may	  not	  previously	  have	  had	  access	  to	  these	  services.	  
The	  current	  dominant	  EADD	  model	  typically	  supposes	  that	  a	  hub	  starts	  with	  2,000	  to	  5,000	  farmers,	  often	  
already	   members	   of	   small	   farmer	   groups,	   who	   organize	   into	   a	   single	   dairy	   farmer	   business	   association	  
(DFBA)	  for	  the	  purpose	  of	  creating	  a	  bulking	  and	  chilling	  centre	  with	  a	  capacity	  of	  5,000	  L	  /day.	  This	  is	  often	  
considered	  the	  minimum	  amount	  required	  for	  economic	  viability.	  In	  rural	  areas,	  a	  chilling	  plant	  is	  generally	  
essential	  for	  gaining	  formal	  market	  access	  by	  farmers,	  as	  their	  geographic	  location	  does	  not	  permit	  them	  to	  
sell	  milk	  in	  major	  markets	  without	  bulking,	  cooling	  and	  transportation.	  Without	  a	  chilling	  plant,	  farmers	  have	  
the	  traditional	  market	  as	  an	  option	  for	  milk	  sales,	  with	  distribution	  limited	  to	  neighbours	  or	  markets	  within	  a	  
two-­‐hour	  or	  60km	  radius—the	  typical	  range	  in	  which	  non-­‐chilled	  milk	  can	  travel	  without	  spoilage.	  
The	  most	  important	  benefit	  a	  dairy	  hub	  provides	  to	  its	  members	  is	  market	  access.	  Market	  access	  motivates	  
members	   to	   increase	   their	   production	   and	   their	   productivity.	   But	   farmers	   face	   many	   constraints	   to	  
increasing	   the	   production	   and	   productivity	   of	   their	   farms	   and	   dairy	   operations,	   including:	   poor	   rural	  
infrastructure;	   limited	  government	  services,	  especially	   training	  and	  extension	  support;	  weak	  private	  sector	  
services	  for	  agriculture	  and	  livestock	  production	  systems;	  limited	  private	  sector	  transportation	  services;	  and	  
virtually	  non-­‐existent	  financial	  services.	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A	  hub	  provides	  dairy	  enterprise	  inputs,	  commercial	  services	  and	  financial	  services	  that	  the	  farmers	  require	  to	  
grow	  their	  small	  business.	  A	  hub	  attracts	  or	  develops	  these	  business	  development	  services	  (BDS)	  by	  giving	  
training	   to	   service	  providers,	   and	  by	  educating	   farmers	  on	   the	  advantages	  of	  using	   these	   services.	   Service	  
providers	  may	   include	   breeders	   and	   artificial	   inseminators,	   agro-­‐vet	   shops	   and	   community	   animal	   health	  
providers,	  feed	  suppliers,	  credit	  and	  financial	  institutions,	  and	  savings	  and	  money	  management	  services.	  	  
Hubs	   may	   bring	   in	   substantial	   revenue	   from	   milk	   sales,	   allowing	   them	   to	   offer	   financial	   services	   to	  
shareholders	   and	  milk	   suppliers.	   The	  most	   important	   of	   these	   in	   the	   context	   of	   EADD	   is	   the	   “check-­‐off”	  
system.	   “Check-­‐off”	   is	   the	   practice	   of	   using	   the	   credit	   accumulated	   at	   a	   farmer’s	   hub	   account	   to	   pay	   for	  
goods	  and	  services	  needed	  for	   farming	  or	   for	  household	  expenses.	  Suppliers,	   service	  providers	  and	  others	  
can	   verify	   that	   farmers	   have	   funds	   available	   via	   a	   phone	   call,	   or	   by	   the	   viewing	   the	   farmer’s	  most	   recent	  
receipt	  for	  milk	  delivery.	  The	  hub	  can	  pay	  bills	  directly,	   from	  the	  farmer’s	  account,	  before	  settlement	  with	  
the	   farmer	  at	   the	  end	  of	   the	  month.	   This	  provides	   farmers	  with	  access	   to	   their	   funds,	  without	   the	   risk	  of	  
keeping	  cash	  in	  hand,	  while	  providing	  the	  supplier	  of	  services	  or	  goods	  a	  reliable	  guarantee	  of	  payment.	  
A	   central	   assumption	   of	   the	   EADD	   project	   is	   that	   a	   dairy	   hub	   will	   develop	   into	   a	   fully	   functioning	   and	  
dynamic	  cluster	  of	  services	  and	  activities	  (Fig.	  1)	  that	  generates	  greater	  income	  for	  dairy	  farmers.	   	   Initially,	  
the	  establishment	  of	  a	  chilling	  plant	  opens	  up	  a	  formal	  market	  for	  milk	  in	  the	  locality	  and	  links	  smallholder	  
farmers	  to	  market	  channels	  (particularly	  milk	  processors).	  	  Through	  providing	  consistent	  income	  to	  farmers,	  
contributing	   to	   improvements	   in	   the	  quality	  of	  milk,	  and	  providing	  credit	   (against	   the	  milk	  supplied	  to	   the	  
plant)	  it	  makes	  it	  possible	  for	  farmers	  to	  buy	  inputs	  and	  other	  services.	  	  
Hub	  services	  and	  activities	  are	  summarised	  in	  Figure	  1	  below:	  
	   	  
Figure	  1:	  Hub	  services	  and	  activities	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Other	  assumptions	  of	  the	  hub	  model	  include:	  
• Demand	  from	  processors	  is	  more	  reliable	  than	  demand	  from	  the	  informal	  sector,	  and	  opening	  up	  chilling	  
plants	  will	  thus	  result	  in	  a	  more	  reliable	  income	  source	  for	  dairy	  farmers,	  especially	  as	  they	  increase	  their	  
productivity.	  
• Poor	  farmers	  need	  credit	  to	  purchase	  the	  dairy	  inputs	  required	  to	  increase	  productivity;	  supplying	  this	  
credit	  through	  the	  hub	  “check-­‐off”	  system	  allows	  them	  to	  access	  the	  credit	  they	  need	  and	  productivity	  
will	  increase	  accordingly.	  
• "Farmer-­‐owned"	  chilling	  plants	  increase	  the	  bargaining	  power	  of	  farmers,	  which	  can	  lead	  to	  increased	  
prices,	  generally	  more	  favourable	  terms	  with	  processors	  and	  a	  higher	  chance	  of	  long-­‐term	  sustainability.	  
	  
According	   to	   EADD,	   four	   variants	   of	   the	   hub	  model	   have	   emerged	   to	   date	  with	   ownership	   of	   the	   chilling	  
plant	  being	  the	  key	  factor	  differentiating	  these	  variants.	  	  The	  emergence	  of	  variants	  has	  occurred	  in	  Uganda	  
where	  there	  are	  1)	  farmer-­‐owned	  chilling	  plants	  2)	  processor-­‐owned	  chilling	  plants;	  and	  3)	  hubs	  that	  do	  not	  
have	  chilling	  plants.	  These	  traditional	  market	  (TM)	  hubs	  may	  or	  may	  not	  bulk	  milk.	  	  In	  Kenya,	  all	  the	  chilling	  
plants	  are	  farmer-­‐owned.	  	  
1.1. Project	  Objectives	  
EADD	  seeks	  to	  promote	  small-­‐scale	  dairy	  production	  as	  a	  profitable	  and	  sustainable	   livelihood	  strategy	  for	  
poor	  farmers.	  Its	  goal	  is	  to	  double	  dairy-­‐derived	  income	  among	  179,000	  farming	  families	  living	  on	  small	  1-­‐5	  
acre	  farms	  by	  2017	  through	  knowledge-­‐based	  interventions	  that	  enhance	  both	  dairy	  production	  and	  market	  
access.	   	  By	   combining	   the	   latest	   research	  on	   regional	  dairy	   industries	  with	   technological	   improvements	   in	  
livestock	   feeding	   and	   breeding	   practices	   and	   on-­‐going	   business	   training	   for	   both	   farmers	   and	   service	  
providers,	   the	  project	   seeks	   to	  add	  value	   to	  milk	  production	  and	  deliver	  direct	  economic	  benefits	   to	   rural	  
farming	  households	  throughout	  the	  region.	  	  
EADD’s	  objectives	  are:	  
• Hub	  development:	   the	  development	  of	  new	  milk	  collection	  hubs	  and	  the	  strengthening	  of	  existing	  
hubs,	  including	  chilling	  plants	  (CPs)	  for	  bulking	  and	  holding	  milk	  for	  collection	  by	  processors.	  
• Farmer	  business	  association	   (DFBA)	   formation:	  the	  formation	  of	  farmer	  business	  associations	  that	  
will	  own	  and	  manage	  the	  plants	  and	  develop	  hubs	  of	  dairy	  business	  services.	  
• Enhanced	  milk	  quantity	  and	  quality:	  the	  use	  of	  artificial	   insemination	  to	  improve	  local	  breeds	  and	  
increase	  milk	  production	  per	  cow	  per	  day;	  and	  the	  improvement	  of	  dairy	  cow	  nutrition	  and	  health	  to	  
enhance	  milk	  quality.	  
• Training:	   the	   provision	   of	   training	   in	   dairy	   cow	  husbandry,	   business	   practices	   and	   other	   expertise	  
required	  for	  the	  successful	  operation	  of	  a	  dairy	  business.	  
There	   are	   three	   main	   EADD	   project	   components:	   dairy	   productivity,	   market	   access	   and	   knowledge	  
application.	  	  
The	  productivity	  element	  strengthens	  smallholder	  dairy	   farmers’	  capacity	   to	  manage	  dairy	  businesses	  and	  
increase	   on-­‐farm	  milk	   production	   (through	   the	   adoption	   of	   productivity	   enhancing	   approaches:	   improved	  
breeds,	  nutrition,	  health	  care	  and	  increased	  access	  to	  extension	  services).	  	  
The	  market	  access	  element	  organizes	  and	  strengthens	  producer	  organizations	  (co-­‐operatives)	  to	  grow	  into	  
competitive	   business	   hubs.	   As	   well	   as	   chilling	   and/or	   bulking	  milk,	   the	   hubs	   provide/facilitate	   integrated	  
dairy	  business	  development	  services	  to	  farmers.	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The	  knowledge	  application	  element	  establishes	  and	  supports	  a	  knowledge-­‐based	   information	  and	  training	  
to	   advance	   research	   and	   practice.	   It	   includes	   training	   in	   animal	   husbandry,	   business	   practices	   and	   other	  
expertise	  required	  for	  dairy	  production,	  processing	  and	  marketing.	  
1.2. Dairy	  Hub	  Model	  
The	   EADD	   project	   supports	   the	   organization	   of	   Dairy	   Farmer	   Business	   Associations	   (DBFAs)	   to	   develop	   a	  
dairy	  hub	  providing	  most	  of	  the	  services	  that	  may	  be	  required	  by	  small-­‐scale	  dairy	  farmers	  to	  increase	  their	  
productivity	  and	  market	  access.	  Additionally,	  EADD	  identifies	  and	  trains	  local	  service	  providers	  and	  volunteer	  
trainers	  who	  in	  turn	  train	  farmers.	  	  It	  also	  seeks	  to	  integrate	  private	  sector	  providers	  of	  veterinary	  services	  
and	  animal	  medicines	  into	  the	  hubs.	  	  In	  some	  cases,	  EADD	  encourages	  DFBAs	  to	  set	  up	  a	  milk	  chilling	  plant	  or	  
(or	   rehabilitate	   existing	   CPs).	   In	   the	   first	   phase,	   EADD	   pre-­‐financed	   approximately	   90%	   of	   the	   cost	   of	   a	  
chilling	  plant,	  then	  linked	  DFBAs	  with	  a	  financial	   institution	  from	  which	  they	  could	  secure	  a	  long-­‐term	  loan	  
and	   repay	   the	   loan	   from	  EADD.	   The	  other	   common	   services	   provided	  by	   a	   hub	   include	   an	   agro-­‐vet	   shop,	  
artificial	  insemination	  (AI)	  services,	  feed	  services,	  and	  a	  savings	  and	  credit	  cooperative	  (SACCO).	  	  
The	   aim	   is	   to	   establish	   a	   fully	   functioning	   dairy	   hub,	   which	   becomes	   a	   dynamic	   cluster	   of	   services	   and	  
activities	  that	  generate	  greater	  income	  for	  farmers.	  The	  EADD	  hub	  model	  is	  illustrated	  in	  Figure	  2	  below:	  
	  
Figure	  2:	  EADD	  Hub	  Model	  
Source:	  Adapted	  from	  Heifer	  International,	  2007	  
1.3. EADD	  Consortium1	  
The	  project’s	   coordination	   structure	   includes	   three	   country	  project	   teams,	   a	  Regional	   Team	  and	  a	  Project	  
Steering	  Committee	  each	  of	  which	  has	  representation	  by	  multiple	  partners.	  Overall	  responsibility	  for	  project	  
management	  lies	  with	  the	  EADD	  Steering	  Committee.	  This	  executive	  committee	  is	  led	  by	  Heifer	  International	  
and	  includes	  one	  senior	  representative	  of	  ILRI,	  Techno	  Serve	  and	  the	  Bill	  and	  Melinda	  Gates	  Foundation.	  The	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
1	  Sources:	  Tango	  International	  (2010)	  EADD	  Project	  Mid-­‐term	  Evaluation,	  Regional	  Synthesis	  Report;	  EADD	  Semi-­‐annual	  Progress	  
Report,	  January-­‐June	  2012;	  EADD	  Annual	  Progress	  Report,	  Jan‐Dec	  2011	  
2	  Number	  of	  farmers	  not	  specified	  in	  project	  literature	  (source:	  EADD	  Semi-­‐annual	  Progress	  Report,	  January-­‐June	  2012).	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committee	  meets	  at	  least	  twice	  annually	  to	  review	  financial	  and	  project	  progress	  reports	  from	  the	  Regional	  
Team	  Director,	  and	  provides	  strategic	  leadership	  and	  guidance	  to	  the	  project.	  
Heifer	   International	   is	   the	   lead	   agency	   in	   the	   EADD	   consortium	   and	   holds	   primary	   responsibility	   for	  
improving	  dairy	  productivity	  and	  efficiency.	  Heifer	  experience	  in	  eastern	  Africa	  dates	  back	  to	  the	  early	  1980s	  
and	   the	   project	   is	   part	   of	   their	   Africa	   Area	   Programme.	   Their	   role	   is	   to	   provide	   financial	   and	   programme	  
guidance	  as	  required	  for	  the	  overall	  coordination	  of	  the	  project	  partners.	  	  
TNS	  leads	  the	  EADD	  consortium	  on	  market	  access	  activities.	  This	  includes	  the	  procurement	  and	  financing	  of	  
chilling	  plants,	  as	  well	  as	  technical	  support	  to	  hubs	  and	  business	  development	  service	  providers.	  	  
ILRI	   leads	   the	   EADD	   consortium	   on	   knowledge-­‐based	   learning	   activities	   and	   is	   responsible	   for	   providing	  
research	  support	  to	   inform	  EADD	  interventions.	   ILRI’s	   involvement	   in	  EADD	  largely	  focuses	  on	  three	  major	  
tasks:	   documentation	   of	   innovation/research	   related	   to	   dairy	   production;	   knowledge	   sharing	   among	  
partners;	  and	  informing	  project	  design.	  	  
ABS-­‐TCM	   is	   a	   private	   sector	   for-­‐profit	   supplier	   of	   technical	   assistance	   related	   to	   livestock	   breeding.	   ABS	  
supports	   Heifer	   International	   by	   promoting	   enhanced	   animal	   breeding	   for	   increased	   dairy	   productivity	  
within	   EADD	   project	   areas.	   ABS	   has	   a	   range	   of	   facilities	   and	   expertise	   including	   livestock	   genetic	   delivery	  
service,	   liquid	   nitrogen	   production,	   capacity	   building	   related	   to	  milk	   quality,	   livestock	   reproductive	   health	  
and	  nutrition.	  	  
ICRAF	  supports	  Heifer	  International	  by	  promoting	  production	  and	  distribution	  of	  improved	  animal	  feed	  and	  
fodder.	   The	   primary	   entry	   point	   for	   ICRAF	   is	   through	   farmer	   training	   on	   EADD	   project,	   including	   the	  
production/processing	   of	   improved	   feeds	   and	   establishment	   of	   feed	   demonstration	   plots.	   ICRAF	   is	   also	  
involved	  in	  promoting	  improved	  feed	  conservation	  (crop	  residue,	  storage)	  and	  carrying	  out	  research	  related	  
to	  feeds.	  	  
Partner	  staffing	  (as	  at	  June	  2012)	  is	  summarised	  in	  Table	  1	  below:	  
Partner	   Full-­‐Time	   Part-­‐Time	   Total	   %	  Female	  
HI	   59	   2	   65	   38%	  
TNS	   33	   4	   37	   35%	  
ILRI	   1	   16	   17	   53%	  
ABS	   8	   3	   11	   40%	  
ICRAF	   8	   3	   11	   44%	  
Total	   109	   28	   137	   42%	  
Table	  1:	  Partner	  staffing	  (as	  at	  June	  30th	  2012)	  
Source:	  EADD	  Semi-­‐annual	  Progress	  Report,	  January-­‐June	  2012.	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Figure	  3	  illustrates	  hub	  numbers	  and	  distribution	  in	  Kenya,	  Uganda	  and	  Rwanda:	  
	  
Figure	  3:	  Map	  of	  hub	  distribution	  in	  3	  countries	  (Kenya,	  Rwanda	  and	  Uganda),	  2010	  
Source:	  Excerpt	  from	  EADD	  Semi-­‐annual	  Progress	  Report,	  2012	  
In	  Kenya,	   the	  project	  target	   is	  to	  reach	  110,000	  smallholder	  dairy	  families	  and	  10,000	  fodder	  farmers.	  The	  
main	  objectives	  for	  Phase	  I	  included	  setting	  up	  13	  new	  chilling	  plants	  and	  working	  with	  4	  already	  established	  
plants.	  The	  project	   is	  being	  implemented	  in	  eight	  districts	   in	  the	  Rift	  Valley	  (including	  Bomet,	  Buret,	  Keiyo,	  
Kipkelion,	  Marakwet,	  Molo,	  Nandi	  North,	  Uasin	  Gishu	  and	  West	  Pokot)	  and	  two	  districts	  in	  Central	  Province,	  
Nyandarua	  and	  Nyeri	   districts.	   There	  are	   four	  hub	   clusters	   in	  Kenya	   (Fig.	   4)	   and	  by	   June	  2012	   there	  were	  
120,257	  registered	  farmers	  in	  Kenya.	  
	  
Figure	  4:	  EADD	  Clusters	  Kenya	  
(See	  Appendix	  1.1	  for	  further	  detail).	  
Source:	  EADD	  Annual	  Progress	  Report,	  Jan-­‐Dec	  2011	  	  
In	  Uganda,	   the	  project	   aimed	   to	   improve	   the	   livelihoods	  of	   45,000	  households.	   	   Implementation	   is	   in	   the	  
central	   Ugandan	   districts	   of	   Sembabule,	   Masaka,	   Mpigi,	   Wakiso,	   Mityana,	   Kiboga,	   Nakaseke,	   Luweero,	  
Nakasongora,	  Masindi,	  Mukono,	   Kayunga	  and	   Jinja.	   There	   are	   four	  hub	   clusters	   in	  Uganda	   (Fig.	   5)	   and	  by	  
June	  2012	  there	  were	  45,100	  registered	  farmers	  in	  Uganda.	  
EADD	  Kenya	  
Cluster	  A	  
(6	  CPs:	  all	  new)	  
Cluster	  B	  
(6	  CPs:	  4	  new;	  2	  pre-­‐
exisong)	  
Cluster	  C	  
(6	  CPs:	  4	  new;	  2	  pre-­‐
exisong)	  
Cluster	  D	  
(3	  CPs:	  1	  new;	  2	  pre-­‐
exisong)	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Figure	  5:	  EADD	  Clusters	  Uganda	  	  
(See	  Appendix	  1.2	  for	  further	  detail).	  
Source:	  EADD	  Annual	  Progress	  Report,	  Jan-­‐Dec	  2011	  	  
The	   project	   is	   working	   with	   24,000	   households	   in	  Rwanda	   and	   is	   operating	   in	   three	   districts	   of	   Gatsibo,	  
Nyagatare	  and	  Rwamagana.	  There	  are	  2	  hub	  clusters	  in	  Rwanda	  (Fig.	  6)	  and	  by	  June	  2012	  there	  were	  23,924	  
registered	  farmers	  in	  Rwanda.	  
	  
Figure	  6:	  EADD	  Clusters	  Rwanda	  	  
(See	  Appendix	  1.3	  for	  further	  detail)	  
Source:	  EADD	  Annual	  Progress	  Report,	  Jan-­‐Dec	  2011	  	  
A	  summary	  of	  the	  project’s	  hub	  service/infrastructure	  in	  Kenya,	  Uganda	  and	  Rwanda	  is	  presented	  in	  table	  2:	  
Country	   Functioning	  Extension	  Dept.	   Agro-­‐	  
vet	  
shops	  
Vet	  Services	   Financial	  services	   Milk	  
marketing	  
contracts	  
signed	  
Managers	   Staff	   Trainers/Advisors	   Vets	   AHW/	  
CAHPs	  
AI	  
Techs	  
Microfinance	   FSA/	  
SACCO	  Banks	   Inputs/	  
services	  
Kenya	   49	   431	   520	   55	   30	   121	   164	   84	   47	   11	   27	  
Uganda	   18	   68	   56	   26	   13	   57	   62	   2	   12	   22	   41	  
Rwanda	   10	   58	   179	   28	   75	   357	   94	   24	   63	   20	   19	  
Total	   77	   557	   755	   109	   118	   535	   320	   110	   122	   53	   87	  
Table	  2:	  Hub	  service	  cumulative	  infrastructure	  matrix	  summary	  
Source:	  EADD	  Annual	  Progress	  Report,	  January-­‐December	  2011.	  
1.4. Overall	  Phase	  I	  Project	  Progress	  
The	  EADD	  project	  began	  in	  2008	  as	  a	  USD	  51.3	  million	  project	  and	  by	  the	  end	  of	  the	  No-­‐Cost	  Extension	  (NCE)	  
period	  (June	  2012)	  cumulative	  budget	  utilization	  was	  at	  USD	  39,451,555.	  At	  2%	  under-­‐spent	  the	  project	  was	  
within	   the	   designated	   variance	   limit	   of	   10%	   at	   this	   time.	   	   During	   the	   NCE	   period,	   the	   DFBA	   supported	  
businesses	  that	  marketed	  44.3	  M	  L	  of	  milk	  worth	  USD	  14.9	  M.	  This	  represents	  288.6	  M	  L	  cumulative	  since	  
2009	   and	   in	   sales	   of	   USD	   83.3	   M.	   Cumulative	   pay	   out	   to	   farmers2	  of	   USD	   71	   M	   was	   achieved,	   while	  
cumulative	  gross	  profit	  to	  the	  DFBAs	  from	  milk	  sales	  was	  USD	  9.9	  M.	  
	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
2	  Number	  of	  farmers	  not	  specified	  in	  project	  literature	  (source:	  EADD	  Semi-­‐annual	  Progress	  Report,	  January-­‐June	  2012).	  
EADD	  Uganda	  
Kiboga	  Cluster	  
(13	  hubs:	  8	  TMs,	  2	  new	  CPs	  
and	  3	  processor-­‐CPs)	  
Masaka	  Cluster	  
(7	  hubs:	  2	  TMs,	  3	  new	  CPs,	  2	  
processor-­‐CPs)	  
Masindi	  Cluster	  
(7	  hubs:	  5	  new	  CPs,	  2	  
processor-­‐CPs)	  
Mukono	  Cluster	  
(4	  hubs:	  3	  TMs;	  1	  new	  CP)	  
EADD	  Rwanda	  
Rwamagana	  Cluster	  
(8	  CPs:	  all	  new	  CPs)	  
Nyagatare	  Cluster	  
(8	  CPs:	  2	  new;	  6	  pre-­‐exisong)	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1.5. Phase	  I	  Implementation	  
The	  EADD	  project	  was	  implemented	  in	  selected	  areas	  of	  Kenya,	  Uganda	  and	  Rwanda	  during	  Phase	  I	  (2008	  to	  
2012).	   The	   main	   achievements	   of	   the	   project	   by	   the	   end	   of	   the	   first	   phase,	   but	   excluding	   the	   no-­‐cost	  
extension	  phase	  include:	  
• Heifer	  International	  reported	  that	  by	  the	  end	  of	  Phase	  I,	  the	  project	  had	  earned	  farming	  families3	  
more	  than	  USD	  35M.	  	  
• By	  June	  2012,	  the	  project	  had	  a	  total	  of	  189,281	  registered	  farmers.	  However,	  the	  number	  of	  active	  
farmers	  as	  defined	  by	  the	  proportion	  of	  registered	  farmers’	  supplying	  milk	  via	  their	  DFBAs	  remained	  
low	  during	  this	  period	  (19.67%).	  	  
• Overall,	  37,239	  farmers	  supplied	  milk	  via	  the	  DFBA	  collection	  centres,	  representing	  20%	  of	  the	  end	  –
of-­‐project	  target	  of	  registered	  farmers.4	  	  
• Kenya	  led	  at	  25%	  of	  farmers	  supplying	  milk,	  followed	  by	  Uganda	  at	  18%	  and	  Rwanda	  at	  5%	  
respectively.	  	  
• The	  proportion	  of	  women	  registered	  farmers	  by	  June	  2012	  was	  29%	  and	  registered	  young	  farmers	  
stood	  at	  15%.	  
1.6. Phase	  II	  Project	  Plans	  
In	   July	  2012,	  Heifer	   International	   received	  an	  additional	  USD	  8.5	  M	  supplementary	  grant	   from	  the	  Bill	  and	  
Melinda	  Gates	  Foundation	  for	  further	  work	  on	  the	  EADD	  project.	  	  The	  grant	  will	  support	  existing	  projects	  in	  
Rwanda,	   Kenya	   and	   Uganda,	   and	   assessments	   related	   to	   project	   expansion	   into	   Ethiopia	   and	   Tanzania	  
between	  July	  1,	  2012,	  and	  June	  30,	  2013.	  	  
The	   planning	   process	   has	   involved	   Country	  Working	   Groups	   (CWG),	   and	   included	   teams	   selected	   from	   a	  
broad	  range	  of	  industry	  stakeholders.	  EADD	  Regional	  office	  and	  the	  Heifer	  International	  Head	  office	  met	  in	  
the	  town	  of	  Naivasha	  in	  Kenya	  in	  July	  2012	  to	  brainstorm	  about	  the	  Phase	  II	  proposal	  development.	  	  
Key	   aspirations	   for	   EADD	   Phase	   II	   include	   broader	   stakeholder	   buy-­‐in	   and	   transition	   to	   a	   public-­‐private	  
partnership	  model.	  By	  soliciting	  co-­‐funding	  from	  additional	  partners	  (e.g.	  SNV	  World),	  the	  consortium	  hopes	  
to	  ensure	  sustainability	  and	  help	  build	  capacity	  within	  local	  organizations.	  EADD	  is	  currently	  in	  the	  process	  of	  
submitting	  multiple	  proposal	  drafts	  to	  the	  Bill	  and	  Melinda	  Gates	  Foundation.	  
	   	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
3	  Number	  of	  farm	  families	  not	  specified	  in	  project	  documentation.	  
4	  Progress	  reports	  did	  not	  make	  a	  distinction	  between	  active	  and	  inactive	  farmers	  as	  the	  primary	  target	  of	  Phase	  I	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2. Background	  to	  the	  Study	  
The	  BMGF	  commissioned	  ALINe	  to	  carry	  out	  an	  independent	  study	  of	  the	  dairy	  hub	  model	  incorporated	  and	  
refined	  under	  the	  EADD	  grant	  to	  generate	  insights	  to	  help	  inform	  a	  second	  phase	  of	  the	  project.	  	  
The	   implementation	  experience	  to	  date	  has	  raised	  the	  question	  of	  whether	  the	   incentive	  structure	  can	  be	  
adjusted	  to	  increase	  membership	  and	  regularity	  of	  supply	  to	  farmer	  organizations	  that	  bulk	  milk	  for	  farmers	  
producing	  more	  regular	  and	  larger	  surpluses.	  At	  the	  same	  time	  it	   is	  critical	  that	  the	   initiative	   increases	  the	  
value	   proposition	   offered	   to	   farmers	   as	   a	   route	   to	  market,	   and	   therefore	   sustainable	   income	   growth	   and	  
even	  diversification.	   This	  would	  entail	   testing	  modifications	   such	  as	  DFBA	   farmer	   loyalty	   schemes	  and	   the	  
introduction	   of	   service	   differentiation	   (e.g.	   tiered	   set	   of	   benefits)	   for	   different	   categories	   of	   farmers	   (e.g.	  
registered	   member	   of	   a	   DFBA;	   track	   record	   in	   adopting	   training	   offered	   by	   the	   program;	   history	   of	  
purchasing	  BDS/inputs;	  and	  supply	  history).	  	  	  
The	   evolution	   of	   EADD	   in	   the	   direction	   of	   tailoring	   models	   to	   the	   local	   context	   suggests	   that	   it	   is	   more	  
accurate	  to	  speak	  of	  a	  dairy	  hub	  approach	  rather	  than	  a	  single	  model.	  	  
In	   2010,	   a	  mid-­‐term	   evaluation	   (MTE)	   report	   by	   TANGO	   International	   assessed	   the	   degree	   of	   progress	   of	  
EADD	   against	   project	   objectives	   and	   baseline	   findings.	   Significant	   progress	   towards	   achieving	   positive	  
impacts	   on	   household	   income	  was	   reported	   in	   all	   three	   countries.	   The	   results	   indicated	   that	   income	  was	  
generated	  from	  dairy,	  household	  livelihood	  strategies	  were	  diversified,	  and	  commercialization	  of	  small-­‐scale	  
dairy	  production	  had	  improved.	  The	  technical	  support	  provided	  by	  project	  staff	  to	  participating	  farmers	  also	  
improved	   livelihood	   security	   through	   the	   production	   of	   higher	   quality	   milk	   in	   certain	   cooperatives.	  
Furthermore	   milk	   production	   increased	   dramatically,	   milk	   quality	   improved	   and	   the	   milk	   value	   chain	  
approach	   increased	  participating	   farmer	  access	   to	  dairy	  markets.	  Chilling	  plants	  appeared	   to	  be	   improving	  
their	   efficiency	   in	   business	   terms,	   the	   hubs	   provided	   new	   integrated	   services	   and	   farmers	   access	   to	   new	  
technologies	   increased,	  creating	  the	  possibility	  of	  making	  a	   transition	   from	   indigenous	  to	  more	  productive	  
cross-­‐breeds	  through	  artificial	  insemination	  services.	  Farmers	  were	  shown	  to	  be	  rapidly	  adopting	  improved	  
feeding	  practices	  and	  animal	  health	  care.	  The	  project's	  gender	  strategy	  encouraged	  women	  participants	   in	  
the	   dairy	   farmer	   business	   associations	   as	   managers	   and	   shareholders.	   EADD	   was	   recognised	   within	   its	  
operating	  areas	  for	  its	  role	  in	  introducing	  a	  new	  model	  of	  dairy	  development.	  	  
The	  MTE	  identified	  the	  need	  to	  be	  more	  responsive	  to	  contextual	  factors	  such	  as	  the	  status	  of	  national	  dairy	  
industries,	   customer	   demand	   for	   processed	   dairy	   products,	   geographic	   location,	   transportation,	  
infrastructure	  quality	  of	  livestock	  breeds	  and	  practices	  among	  pastoral	  communities,	  the	  role	  of	  traditional	  
markets,	  and	  government	  policy	  related	  to	  dairy	  development.	  	  	  
The	  MTE	  recommended	  that	  the	  EADD	  project	  find	  mechanisms	  for	  reducing	  access	  constraints	  for	  poorer	  
target	   households	   that	   were	   not	   necessarily	   benefiting	   from	   the	   farmer	   organization	  model	   as	   a	  market	  
access	   solution.	   	  Analysis	  of	  observed	   farmer	  behaviour	   in	  Tanzania	  and	  Uganda	  by	  Techno	  Serve	   in	  2012	  
indicates	   that	   farmers	   have	   production	   thresholds	   that	   change	   the	   choice-­‐set	   of	   where	   to	   sell	   milk.	   In	  
Tanzania	  as	  surplus	  volumes	  increase,	  farmers	  adapt	  their	  sales	  channels,	  building	  out	  from	  initially	  selling	  to	  
neighbours,	   to	   traders	   and	   eventually	   to	   farmer	   organizations.	   These	   results	   suggest	   that	   a	   pre-­‐bulking	  
model,	  entailing	  working	  with	  existing	  traders	  is	  a	  useful	  market	  access	  solution	  for	  lower	  income	  farmers.	  	  
Whether	  the	  hub	  system	  can	  be	  adapted	  from	  a	  farmer	  organization	  to	  a	  trader	  operations	  model,	  in	  order	  
to	  enable	  farmers	  to	  purchase	  BDS	  through	  trader’s	  remains	  to	  be	  tested	  in	  Phase	  II	  of	  EADD.	  
2.1. TOR	  Development	  
Through	   several	   iterations	   BMGF	   and	   ALINe	   drew	   up	   TORs	   for	   an	   “interim	   evaluation”	   of	   the	   EADD	   hub	  
model.	   This	  was	  discussed	  and	   refined	   through	  a	   series	  of	   conference	   calls	  with	   representatives	  of	  BMGF	  
and	  the	  EADD	  regional	  team.	  The	  main	  purpose	  of	  the	  TORs	  was	  to	  provide	  a	  qualitative	  study	  in	  Kenya	  and	  
Uganda	   designed	   to	   build	   learning	   and	   lesson	   sharing	   and	   inform	   a	   subsequent	   quantitative	   impact	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evaluation	  expected	  to	  take	  place	  in	  the	  first	  quarter	  of	  2013.	  A	  list	  of	  key	  questions	  was	  also	  developed	  and	  
refined	   through	   various	   rounds.	   	   A	   preliminary	   calendar	   for	   the	   study	  was	   developed.	   The	   final	   TORs	   are	  
attached	  in	  Appendix	  2.1	  and	  the	  Calendar	  for	  the	  Study	  in	  Appendix	  3.2.	  
2.2. Inception	  Meeting	  of	  the	  EADD	  Hub	  Approach	  Study	  
This	  section	  of	   the	  report	  captures	  discussions	  and	  agreements	  during	   the	   inception	  meeting	  of	   the	  EADD	  
Hub	   approach	   study	   held	   on	   22nd	   and	   23rd	   October	   2013.	   A	   consultative	   approach	   enabled	   ALINe	   to	  
facilitate,	   identify	   and	   capture	   key	   information	   needs,	   the	   purpose,	   scope,	   design,	   and	   initial	   planning	  
leading	  up	  to	  implementation	  of	  the	  data	  collection	  and	  fieldwork	  for	  the	  study.	  	  
Initial	   key	   questions	   for	   the	   study	   were	   identified	   through	   an	   iterative	   process	   drawing	   on	   preliminary	  
consultations	  with	  BMGF	  and	  EADD.	  The	  questions	  that	  emerged	  during	  the	  consultations	  were	  prioritised	  
and	  reframed	  at	  a	  2-­‐day	   inception	  meeting	  with	  EADD	  staff	   facilitated	  by	  ALINe	  and	  an	   independent	  M&E	  
advisor.	   	  The	  reframing	   involved	  moving	  to	  fewer,	  broader,	  more	  open	  questions	  that	  better	  reflected	  the	  
learning	  and	  insight	  focus,	  and	  were	  commensurate	  with	  the	  short	  time	  available	  for	  implementing	  the	  case	  
study	  methodology	  proposed	  in	  the	  TOR:	  
1. What	  are	  the	  hubs	  and	  how	  do	  they	  function?	  
2. Why	  are	  they	  functioning	  this	  way	  and	  how	  have	  they	  evolved?	  
3. What	  value	  are	  the	  hubs	  creating	  for	  key	  actors?	  
4. What	  are	  the	  constraints	  and	  opportunities	  for	  adding	  value	  for	  key	  actors	  involved	  in	  the	  hubs?	  
	  
The	  reframed	  questions	  enfold	  the	  original	  TOR	  questions	  and	  the	  information	  needs	  emphasized	  by	  EADD	  
at	   the	   inception	  meeting.	  Table	  3	  shows	  the	  correspondence	  between	  the	   four	  key	  questions,	   the	  original	  
TOR	  questions	  and	  EADD	  information	  needs.	  
	  
Key	  Question	  
Questions	  and	  information	  needs	  enfolded	  from:	  
TOR	   Inception	  meeting	  
What	  are	  the	  hubs	  and	  
how	  do	  they	  
work/function	  (or	  not)?	  
	   • Unpack	  the	  EADD	  hub	  model	  and	  
develop	  an	  articulation	  of	  the	  hub	  
model/approach	  that	  can	  be	  used	  in	  
Phase	  II	  	  
• To	  what	  extent	  is	  the	  hub	  
model/approach	  working?	  
• Explore	  unexpected	  consequences	  in	  
hub	  sites	  (e.g.,	  child	  malnutrition	  may	  
worsen	  as	  milk	  production	  increases.	  As	  
the	  price	  of	  milk	  increases	  side-­‐selling	  
also	  increases	  as	  hubs	  don't	  respond	  to	  
market	  conditions)	  
• Explore	  issues	  and	  options	  related	  to	  
sustainability	  and	  EADD's	  continued	  
engagement:	  	  how	  long	  to	  stay;	  
appropriate	  roles	  in	  the	  future;	  where	  
to	  engage	  and	  on	  what	  basis?	  
Why	  are	  they	  
functioning	  this	  way	  
and	  how	  have	  they	  
evolved?	  
• What	  functions	  played	  by	  the	  hub	  are	  
working	  well	  and	  less	  well,	  and	  why?	  
What	  gaps	  in	  functionality	  can	  be	  
identified?	  	  	  
• What	  is	  working	  well	  and	  less	  well	  in	  
terms	  of	  management	  and	  governance	  
of	  DBFAs	  and	  why?	  
• What	  is	  working	  well	  and	  less	  well	  in	  
• Understand	  how	  the	  hub	  model	  has	  
evolved	  over	  time	  resulting	  in	  a	  hub	  
approach	  with	  several	  variants	  	  	  
• Understand	  the	  contribution	  of	  EADD	  
to	  performance	  of	  the	  hubs	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Key	  Question	  
Questions	  and	  information	  needs	  enfolded	  from:	  
TOR	   Inception	  meeting	  
the	  collaborative	  relationship	  between	  
DFBAs	  and	  EADD	  and	  between	  the	  
consortium	  partners?	  	  
• To	  what	  extent	  does	  the	  functionality	  
and	  success	  of	  hubs	  depend	  on	  external	  
context?	  	  
What	  value	  are	  the	  
hubs	  creating	  for	  key	  
actors?	  
• To	  what	  extent	  has	  hub	  development	  
been	  responsive	  to	  the	  circumstances	  
of	  smallholder	  farmers?	  	  
• Whose	  business	  is	  the	  hub?	  Is	  it	  the	  
farmers'?	  Do	  they	  feel	  the	  ownership?	  
How	  do	  they	  identify	  with	  it/its	  
principles?	  
What	  are	  the	  
constraints	  and	  
opportunities	  for	  
adding	  value	  for	  key	  
actors	  involved	  in	  the	  
hubs?	  
• What	  causes	  of	  and	  solutions	  for	  gaps	  
can	  be	  identified?	  What	  have	  been	  the	  
stop	  gap	  measures/actions	  undertaken	  
in	  the	  course	  of	  implementation?	  
• What	  are	  some	  concrete	  lessons	  
learned	  by	  EADD	  during	  Phase	  I	  for	  
expanding	  the	  hub	  approach	  within	  
countries	  and	  to	  other	  countries	  during	  
Phase	  II?	  	  
	  
Table	  3:	  Relationship	  between	  questions	  and	  information	  needs	  identified	  in	  the	  TOR	  and	  inception	  meeting	  and	  the	  final	  set	  of	  key	  
questions.	  
2.2.1. Inception	  Visit	  Discussions	  on	  Study	  Topics	  
From	  22nd-­‐23rd	  October,	   the	   team	  held	  an	   inception	  meeting	   in	  Nairobi	   attended	  by	  Andre	   Ling	   (ALINe),	  
Martin	   Kamau	   (Acacia	   Consultants)	   and	   Ann	   Braun	   (Independent	   M&E	   Practitioner)	   at	   EADD’s	   regional	  
headquarters	   in	   Nairobi,	   Kenya.	   Specific	   information	   needs	   were	   conveyed	   by	   phone	   by	   Yvonne	   Pinto	  
(ALINe)	  and	  were	  further	  unpacked	  during	  a	  brainstorming	  session.	  	  
Following	  are	  some	  of	  the	  issues	  that	  were	  discussed	  as	  possible	  study	  topics:	  	  
a)	   Unpacking	  the	  EADD	  hub	  model	  and	  developing	  a	  formalised	  articulation	  of	  the	  hub	  model/approach	  
that	  can	  be	  used	  in	  Phase	  II.	  
b)	   Understanding	  how	   the	  hub	  model	   has	   evolved	  over	   time	   resulting	   in	   a	   hub	   approach	  with	   several	  
variants	  	  (These	  arose	  over	  the	  course	  of	  Phase	  I	  in	  response	  to	  different	  contexts,	  e.g.,	  when	  people	  
are	   not	  willing	   to	   pay	   for	   pasteurised	   or	   chilled	  milk	   they	   bypass	   traders	   leading	   to	   hubs	   that	   bulk	  
w/out	  chilling).	  
c)	   Seeing	  to	  what	  extent	  the	  hub	  model/approach	  is	  working.	  
d)	   Understanding	  the	  contribution	  of	  EADD	  to	  performance	  of	  the	  hubs.	  
e)	   Exploring	   unexpected	   consequences	   in	   hub	   sites	   (e.g.,	   child	   malnutrition	   may	   worsen	   as	   milk	  
production	  increases.	  As	  the	  price	  of	  milk	  increases	  the	  chances	  of	  side	  selling	  also	  increases,	  as	  hubs	  
don't	  respond	  to	  market	  conditions	  (a	  wider	  “problem”).	  
f)	   Understanding	  whose	  business	   is	   the	   hub?	   Is	   it	   the	   farmers'?	  Do	   they	   feel	   the	   ownership?	  How	  do	  
they	  identify	  with	  it/its	  principles?	  
	  
Exploring	  issues	  and	  options	  related	  to	  sustainability	  and	  EADD's	  continued	  engagement:	  	  how	  long	  to	  stay;	  
appropriate	  roles	  in	  the	  future;	  where	  to	  engage	  and	  on	  what	  basis?	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3. Methodology	  
This	   is	  a	   study	  of	   the	  hub	  model	  designed	   in	  such	  a	  way	   to	  complement	  an	   impact	  evaluation	  planned	  by	  
EADD	  for	  early	  2013.	  It	  is	  not	  an	  evaluation	  of	  the	  hubs,	  or	  of	  the	  hub	  model	  against	  a	  log	  frame,	  a	  standard	  
model	  or	  other	  pre-­‐defined	  standard.	  Its	  scope	  is	  restricted	  to	  EADD	  experiences	  with	  the	  hub	  approach	  in	  
Kenya	  and	  Uganda,	  and	  its	  focus	  is	  on	  learning	  and	  insight.	  	  
The	  principal	  methods	  for	  addressing	  the	  four	  questions	  above	  were:	  
• Extensive	  review	  of	  documents	  and	  secondary	  data,	  financial	  reports	  of	  hubs	  
• Visual	  articulation	  of	  EADD’s	  implementation	  structure	  and	  the	  hub	  approach	  	  	  
• Case	  studies	  in	  a	  limited	  number	  of	  sites	  chosen	  to	  maximise	  learning,	  and	  reflecting	  variants	  of	  the	  
hub	  model	  that	  have	  emerged	  during	  the	  course	  of	  Phase	  I	  of	  EADD.	  
	  
The	   fieldwork	  and	  data	  collection	   for	   the	  case	  studies	  were	  carried	  out	  by	   two	  study	  teams,	  one	   in	  Kenya	  
and	  another	   in	  Uganda,	   led	  by	  a	   local	  partner	  Acacia	  Consultants,	  Kenya.	  ALINe	   took	  a	   leading	   role	   in	   the	  
review	  of	  documents	  and	  secondary	  data	  and	  in	  the	  visual	  articulation	  of	  EADD’s	  implementation	  structure	  
and	  the	  hub	  approach	  and	  in	  final	  articulation	  of	  this	  report.	  
A	  list	  of	  the	  main	  documents	  and	  literature	  reviewed	  can	  be	  found	  in	  Appendix	  3.1.	  	  In	  addition	  carrying	  out	  
a	  top-­‐level	  review	  of	  the	  dairy	  sector	  in	  Kenya	  and	  Uganda,	  a	  similar	  review	  was	  undertaken	  for	  Ethiopia	  and	  
Tanzania,	  the	  target	  countries	  for	  Phase	  II	  expansion.	  	  
3.1. Articulation	  of	  EADD’s	  Implementation	  Structure	  and	  Hub	  Approach	  
The	   inception	  meeting	  with	  key	  EADD	  staff	   served	  as	  an	  opportunity	   to	  develop	  an	  articulation	  of	  EADD’s	  
implementation	  structure	  and	  hub	  approach.	  	  The	  key	  questions	  related	  to	  implementation	  structure	  were:	  
• Who	  are	  the	  consortium	  partners	  and	  what	  are	  their	  principal	  roles?	  
• What	  are	  the	  levels	  of	  organisation	  in	  EADD?	  
• How	  are	  the	  consortium	  partners	  organised	  at	  each	  of	  these	  levels?	  
• How	  do	  the	  consortium	  partners	  interact	  at	  each	  level	  and	  across	  levels?	  
	  
The	   understanding	   of	   EADD’s	   implementation	   structure	   that	   emerged	   was	   articulated	   in	   a	   diagram	  
developed	   by	   the	   inception	   team	   after	   the	   meeting	   (Fig.7),	   and	   verified	   with	   EADD	   at	   a	   debriefing	   in	  
November	  2012	  that	  followed	  case	  study	  field	  work.	  	  Feedback	  from	  EADD	  was	  used	  to	  refine	  the	  diagram.	  	  
A	  similar	  process	  was	  used	  to	  develop	  a	  diagram	  of	  the	  hub	  model	  (Fig.	  8	  below).	  Key	  questions	  included:	  
• Who	  are	  the	  hub	  actors?	  
• What	  are	  the	  services	  (core,	  auxiliary)?	  
• How	  are	  core	  and	  other	  services	  provided	  (embedded,	  outsourced/independently,	  combination)?	  
• What	  are	  the	  flows	  (financial,	  milk,	  information,	  support)?	  
	  
Although	   not	   captured	   in	   the	   hub	   diagram	  model,	   a	   key	   question,	   related	   to	   EADD's	   "taxonomy"	   of	   hub	  
variants	  is:	  
• What	  are	  the	  principal	  assets	  and	  who	  owns	  them?	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  Figure	  7:	  EADD	  implementation	  structure	  and	  its	  relationship	  to	  the	  hub	  model	  
Explanation:	  Consortium	  partners	  are:	  Heifer	  International	  (lead);	  TechnoServe	  (TNS),	  African	  Breeding	  Services	  (ABS);	  
International	   Agroforestry	   Centre	   (ICRAF)	   and	   International	   Livestock	   Research	   Institute	   (ILRI).	   	   The	   vertical	   lines	  
upward	  from	  the	  consortium	  partners	  at	  the	  country	  level	  indicate	  reporting	  links	  connecting	  staff	  back	  to	  their	  home	  
organisations.	   	   The	   circles	   for	   consortium	   partners	   at	   the	   cluster	   level	   indicate	   that	   some	   staff	   are	   shared	   among	  
clusters	   in	   some	  cases.	  The	  miniature	  pink	  “eggs”	  are	   representations	  of	   the	  hub	  model	  developed	  on	   the	   inception	  
meeting	   (Fig.7)	   and	   show	   the	   relationship	   between	   EADD’s	   implementation	   structure	   and	   the	   hubs.	   	   Each	   country	  
cluster	  supports	  a	  number	  of	  hubs.	   	  The	  principal	  source	  of	  support	  for	  hubs	  is	  from	  the	  EADD	  cluster	  level,	  however	  
hubs	  may	  also	  receive	  support	  from	  the	  other	  EADD	  levels.	  	  	  
	  
Figure	  8:	  The	  EADD	  Hub	  Model	  
Explanation:	  Arrows	  represent	  flows	  (Green=financial;	  Yellow=Services;	  Pink=products	  (milk)	  
The	  diagrams	  of	  EADD’s	  implementation	  structure	  and	  the	  hub	  model	  were	  used	  as	  scaffolding	  for	  designing	  the	  case	  
study	  approach.	  At	  the	  same	  time	  they	  are	  a	  foundational	  element	  for	  responding	  to	  several	  of	  the	  central	  questions	  of	  
this	  study.	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3.2. Case	  Studies	  
General	  Approach	  
The	  timeframe	  (See	  Appendix	  3.2	  for	  the	  calendar)	  for	  this	  study	  had	  a	  strong	  influence	  on	  its	  scope,	  design	  
and	   depth.	   At	   the	   inception	   meeting	   (Oct	   22-­‐23),	   EADD	   revealed	   that	   they	   required	   a	   presentation	   of	  
preliminary	  findings	  at	  their	  planning	  meeting	  on	  30	  Nov.	  This	  meant	  that	  6	  weeks	  were	  available	  for	  design,	  
organisation	  and	  implementation	  of	  the	  study,	  and	  for	  organisation,	  analysis	  and	  interpretation	  of	  the	  data.	  
Allowing	  the	  bare	  minimum	  of	  one	  week	  for	  preparation	  at	  the	  beginning,	  one	  week	  per	  study	  and	  one	  week	  
for	  analysis	  at	  the	  end,	  a	  maximum	  of	  four	  case	  studies	  could	  be	  carried	  out.	  	  
The	  way	  EADD	  is	  organised	  to	  provide	  support	  to	  hubs	  (Figs.	  7&8)	  is	  one	  of	  the	  key	  factors	  to	  be	  considered	  
in	  addressing	  key	  study	  questions	  (see	  above).	  The	  case	  study	  approach	  therefore	  involved	  selecting	  a	  set	  of	  
hubs	  with	  EADD,	  engaging	  with	  all	  of	  the	  actors	  in	  each	  hub,	  and	  engaging	  with	  EADD	  staff	  at	  the	  regional,	  
country	  and	  cluster	  level	  to	  draw	  lessons	  on	  how	  the	  consortium	  is	  influencing	  the	  functioning	  and	  evolution	  
of	  hubs,	  the	  value	  they	  are	  creating	  for	  key	  actors	  and	  the	  constraints	  and	  opportunities	  for	  adding	  value.	  	  
Interviews	  with	  EADD	  
Full	  engagement	  with	  EADD’s	  organisational	  structure	  and	  complexity	   in	  Kenya	  and	  Uganda	  would	  require	  
group	  and	   individual	   interviews	  with	   the	   regional	   team,	  with	   the	   two	  country	   teams,	  and	  with	   the	  cluster	  
teams	  associated	  with	  each	  hub	  selected	  for	  inclusion	  in	  the	  case	  studies	  (Fig.7).	  	  Discussion	  at	  the	  inception	  
meeting	  revealed	  that	  this	  was	  not	  feasible	  due	  to	  the	  limited	  time	  for	  carrying	  out	  the	  study	  combined	  with	  
the	   existing	   commitments	   of	   EADD	   staff	   (e.g.	   the	   EADD	   regional	   team	   were	   holding	   a	   staff	   retreat	  
immediately	  after	  the	  inception	  meeting	  and	  the	  presence	  of	  a	  full	  complement	  of	  EADD	  staff	  at	  the	  country	  
and	  cluster	   level	  coinciding	  with	  field	  visits	  to	  particular	  hubs	  could	  not	  be	  guaranteed).	  Consequently,	  the	  
study	  team	  agreed	  to	  meet	  with	  the	  available	  EADD	  staff	  while	  the	  hub	  case	  studies	  were	  being	  carried	  out,	  
and	  the	  aim	  of	  disaggregating	  learning	  by	  EADD’s	  organisational	  level	  was	  abandoned	  given	  the	  few	  number	  
of	   total	   staff	   that	  were	   available	   for	   interview.	   	   This	   study	   therefore	   presents	   findings	   related	   to	   the	   hub	  
level	  and	  at	  the	  program	  level,	  collapsing	  EADD’s	  cluster,	  country	  and	  regional	   levels	  into	  a	  single	  category	  
together.	  	  
Site	  Selection	  
Due	  to	  time	  constraints,	  case	  studies	  were	   initially	   limited	  to	  two	   in	  Kenya	  and	  two	   in	  Uganda;	  however	  a	  
third	  Ugandan	  case	  study	  was	  requested	  on	  30	  November	  at	  the	  request	  of	  EADD	  and	  BMGF.	  	  
Two	   types	   of	   criteria	   influenced	   the	   selection	   of	   the	   sites	   chosen:	   technical	   and	   pragmatic.	   The	   most	  
important	  overarching	  technical	  criterion	  was	  to	  maximize	  the	  learning	  that	  could	  be	  garnered.	  To	  achieve	  
this,	  the	  study	  team	  requested	  EADD	  to	  identify:	  
• A	  set	  of	  hubs	  that	  represent	  a	  range	  of	  maturity	  levels	  	  
• A	  set	  of	  hubs	  that	  represent	  the	  range	  of	  hub	  model	  variants	  
• A	  set	  of	  hubs	  that	  represent	  a	  range	  of	  farming	  systems	  
• Individual	  hubs	  that	  have	  experienced	  change	  and	  evolution	  in	  response	  to	  challenges.	  	  
	  
In	  carrying	   this	  out	  EADD	  drew	  on	   its	   stage-­‐gate	  study	   tool,	  which	  classifies	  hubs	   into	   four	  maturity	   levels	  
based	  on	  performance	  in	  six	  dimensions5.	  	  
The	  following	  technical	  criterion	  was	  also	  applied:	  sites	  established	  before	  phase	  I	  of	  EADD	  were	  excluded	  in	  
both	   Kenya	   and	   Uganda.	   A	   further	   more	   pragmatic	   criterion	   was	   that	   to	   be	   included	   hubs	   had	   to	   be	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
5	  Business	  start-­‐up;	  governance;	  value-­‐proposition	  to	  farmers;	  value	  proposition	  to	  markets;	  financial	  health	  and	  capital	  structure	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accessible,	  requiring	  no	  more	  than	  a	  day	  of	  travel	  to	  reach	  them	  so	  that	  all	  hubs	  could	  be	  examined	  within	  
the	  available	  timeframe.	  
For	  Kenya,	  the	  application	  of	  these	  criteria	  resulted	  the	  selection	  of	  two	  farmer-­‐owned	  chilling	  plants,	  as	  this	  
is	  the	  only	  hub	  variant	   in	  the	  country.	   	  One	  site	  at	  stage-­‐gate	   level	  2	  and	  one	  site	  at	   level	  4	  were	  selected	  
with	  the	  stage	  4	  site	  currently	  experiencing	  challenges	  due	  to	  a	  recent	  prolonged	  drought6	  (Table	  5).	  	  
In	  Uganda,	  sites	  that	  practice	  neither	  bulking	  nor	  chilling	  were	  excluded	  as	  these	  could	  be	  considered	  to	  be	  
precursors	  of	  a	  hub	  approach	  rather	  than	  hub	  sites	  per	  se.	  	  
One	  site	  was	  chosen	  representing	  each	  of	  the	  three	  hub	  model	  variants:	  
• Farmer-­‐owned	  chilling	  plant	  
• Processor-­‐owned	  chilling	  plant	  	  
• Bulking	  without	  chilling	  	  	  
	  
Table	  5:	  Selection	  of	  hubs	  for	  case	  study	  
	  
The	  following	  country,	  EADD	  and	  hub-­‐level	  actors	  were	  identified	  as	  key	  informants	  for	  the	  case	  studies:	  
Hub	  Level:	  
1. Participatory	  Group	  Discussions	  (PGD)	  with	  8-­‐12	  unregistered	  dairy	  farmers	  [men,	  women	  and	  youth	  
(aged	  18-­‐35)]:	  not	  presently	  Dairy	  Farmer	  Business	  Association	  (DFBA)	  members.	  	  
2. PGDs	  with	  8-­‐12	  active	  farmers	  (men,	  women	  and	  youth):	  registered	  DFBA	  members	  actively	  
supplying	  milk	  
3. PGDs	  with	  8-­‐12	  inactive	  farmers	  (men,	  women	  and	  youth);	  DFBA	  members	  not	  presently	  not	  
supplying	  milk	  
4. Individual	  interviews	  with	  service	  providers	  with	  links	  to	  the	  hub	  (acknowledging	  that	  they	  may	  also	  
provide	  services	  independently):	  Artificial	  Insemination,	  Veterinary/Animal	  Health	  Workers,	  Agro-­‐vet	  
supplier;	  Feed	  supplier;	  Milk	  transporters;	  Microfinance/check-­‐off7;	  and	  Extension.	  	  
5. Group	  interview	  with	  the	  Board	  of	  the	  DFBA	  
6. Individual	  interview	  with	  the	  Manager	  of	  the	  DFBA	  
7. Individual	  interviews	  with	  Public	  Sector	  Workers	  active	  in	  the	  hub	  catchment	  area	  
8. Individual	  interviews	  with	  Milk	  Processors	  (main	  buyers	  of	  chilled	  milk)	  
9. Informal	  milk	  traders	  (buying	  milk	  independently	  of	  the	  hub;	  often	  seen	  as	  competitors;	  there	  may	  
be	  overlap	  between	  transporters	  and	  informal	  milk	  traders)	  
	  
	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
6	  There	  was	  found	  to	  be	  inconsistency	  in	  the	  stage-­‐gating	  tool	  across	  the	  hubs	  provided	  to	  the	  study	  team.	  
7A	  critically	  important	  embedded	  	  service	  of	  hub	  approach	  variants.	  “Check-­‐off”	  is	  the	  practice	  of	  using	  the	  credit	  accumulated	  in	  a	  
farmer’s	  hub	  account	  to	  pay	  for	  goods	  and	  services	  required	  for	  farming	  or	  for	  household	  expenses.	  	  
Country	   Hub	  type	   Hub	  Selected	   Stage/Gate	  Score	  
(max	  100)	  
Stage/Gate	  Level	  
Kenya	   Farmer-­‐owned	  chilling	  plant	   Cherobu	   26.2	   2	  
Farmer-­‐owned	  chilling	  plant	   Kabiyet	   68.2	   4	  
Uganda	   Bulking;	  no	  chilling	   Buikwe	   38.7	   2	  
Farmer-­‐owned	  chilling	  plant	   Nabitanga	   44.7	   3	  
Processor-­‐owned	  chilling	  plant	  
(managed	  by	  the	  farmer	  
cooperative)	  
Lugushulu	   39.6	   3	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EADD	  Level:	  	  
1. EADD	  Regional	  Team	  
2. EADD	  Kenya	  Country	  Team	  
3. EADD	  Uganda	  Country	  Team	  
4. EADD	  cluster	  leaders	  associated	  with	  the	  hubs	  selected	  as	  case	  studies	  
5. Kenyan	  Dairy	  Farmers	  Federation	  (started	  by	  EADD	  in	  2012	  to	  provide	  sustainability	  once	  the	  project	  
ends)	  
	  
Based	  on	  discussions	  with	  key	  EADD	  staff	  at	  the	  inception	  meeting	  and	  drawing	  on	  the	  hub	  model	  diagram	  
(Fig.7)	  a	  draft	  question	  guide	  for	  each	  actor	  was	  developed	  (Appendix	  3.3).	  	  
Orientation	  of	  Country	  Field	  Teams	  
The	  case	  study	  methodology	  was	  piloted	  in	  Kenya	  at	  the	  Cherobu	  site.	  The	  inception	  team	  used	  a	  summary	  
of	  discussions	  at	  the	  inception	  meeting,	  EADD’s	  implementation	  structure	  and	  hub	  approach	  (Figs.	  7&8)	  and	  
the	  draft	  question	  guides	   to	  orient	   the	  Kenya	   field	   team.	  The	  extended	   team	  refined	   the	  question	  guides,	  
resolved	   question	   interpretation	   and	   translation	   issues	   together,	   and	   developed	   data	   collection	   tools	   for	  
each	  actor.	  The	  question	  guides	  (Appendix	  3.3)	  and	  field	  tools	  were	  refined	  again	  after	  the	  first	  case	  study	  at	  
Cherobu.	  	  
The	   data	   collection	   tool	   for	   each	   actor	   consists	   of	   questions	   from	   the	   basic	   guide	   that	   were	   framed	  
appropriately	  for	  engaging	  with	  particular	  actors	  and	  amenable	  to	  expression	  in	  the	  languages	  to	  be	  used	  in	  
the	  field.	  	  The	  tools	  also	  reflect	  decisions	  about	  1)	  approaches	  to	  use	  for	  obtaining	  particular	  pieces	  of	  data;	  
and	  2)	  how	  to	  structure	  the	  data	  into	  a	  concise	  form	  to	  facilitate	  subsequent	  synthesis	  and	  analysis.	  	  
The	   Ugandan	   team	   was	   oriented	   through	   joining	   their	   Kenyan	   counterparts	   when	   they	   conducted	   the	  
second	  case	  study	   in	  Kenya.	   In	  addition	   to	  overall	  orientation	  to	   the	  study	  by	   the	  Acacia	   team	   leader,	   the	  
Ugandan	  team	  members	  were	  paired	  with	  members	  of	  the	  Kenyan	  team.	  No	  change	  was	  made	  to	  the	  study	  
tools	  for	  use	  in	  Uganda	  as	  they	  were	  deemed	  suitable	  in	  their	  existing	  form.	  	  	  
Case	  Study	  Approach	  and	  Tools	  
A	   semi-­‐structured	   approach	  was	   taken	   for	   both	   individual	   interviews	   and	   participatory	   group	   discussions	  
(PGD).	  PGDs	  were	  used	  with	  farmers,	  the	  DFBA	  boards,	  and	  with	  EADD	  teams.	   	  A	  matrix	  of	   interviews	  and	  
PGDs	  carried	  out	  is	  provided	  in	  Appendix	  3.4	  and	  the	  case	  study	  calendar	  is	  summarised	  in	  Appendix	  3.2.	  	  
Drawing	  on	  knowledge	  gained	  through	  the	  inception	  meeting	  a	  draft	  question	  guide	  was	  prepared	  for	  each	  
actor	  (Appendix	  3.3).	  The	  question	  guides	  were	  tested	  at	  the	  first	  case	  study	  site	  (Cherobu)	  and	  revised	  as	  
necessary.	   	   To	   ensure	   a	   consistent	   approach,	   to	   the	   extent	   possible	   the	   same	   study	   team	   member	  
interviewed	  a	  particular	  actor	  or	  group	  across	  cases.	  	  
Analysis	  
To	   prepare	   the	   data	   for	   analysis,	   detailed	   field	   notes	   were	   computerised	   and	   organised	   into	   a	   standard	  
template	  for	  each	  hub.	  	  Working	  from	  the	  standard	  template	  and	  checking	  against	  the	  detailed	  field	  notes,	  
the	  material	  for	  each	  hub	  was	  organised	  into	  a	  hub	  “map”	  using	  the	  concept	  mapping	  software	  Novamind	  	  
(See	   Appendices	   4	   and	   5	   for	   the	   hub	   maps).	   The	   "maps"	   were	   developed	   as	   a	   way	   of	   organising	   and	  
synthesizing	  material	  from	  the	  numerous	  interviews	  and	  PGDs	  carried	  out	  at	  each	  case	  study	  site.	  The	  maps	  
funnel	  the	  voluminous	  information	  from	  the	  detailed	  field	  notes	  made	  by	  the	  study	  team	  during	  interviews	  
and	   PGDs	   into	   a	   more	   concise	   form	   centred	   around	   four	   principal	   topics:	   context,	   background,	   current	  
situation	  and	  actor	  perceptions.	  Gaps	  and	  verification	  questions	  were	  identified	  and	  sent	  to	  the	  field	  teams	  
for	   input	   and	   the	  maps	  were	   enriched	   and	   corrected	   accordingly.	   	   The	   teams	   also	   carried	   out	   an	   overall	  
review	  of	  the	  maps	  to	  ensure	  that	  they	  presented	  a	  comprehensive	  picture	  of	  the	  material	  gathered	  through	  
the	  semi-­‐structured	  interviews	  and	  PGDs.	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Table	  6	  below	  outlines	  the	  template	  for	  a	  hub	  “map”:	  
Category	   Explanation	  
Context	   Summarises	  contextual	  material	  provided	  by	  all	  actors	  	  
Background	   Summarised	  historical	  material	  provided	  by	  all	  actors,	  but	  primarily	  based	  on	  interviews	  
with	  hub	  manager,	  board	  and	  public	  sector	  workers	  
Current	  Situation	   Summarises	  current	  situation	  from	  information	  provided	  by	  all	  actors,	  but	  primarily	  based	  
on	  interviews	  with	  the	  hub	  manager	  and	  board.	  	  This	  category	  addresses	  many	  of	  the	  main	  
dimensions	  identified	  in	  the	  hub	  model:	  	  member	  profile,	  assets,	  core	  and	  auxiliary	  services,	  
milk	  flows,	  financial	  flows,	  management	  and	  governance,	  staffing,	  costs	  	  
Perceptions/Views	   Summarises	  perceptions	  and	  views	  on	  achievements,	  challenges	  and	  ways	  forward	  by	  actor	  
Table	  6:	  Template	  for	  a	  hub	  “map”	  
Working	   from	   the	   map	   for	   each	   hub,	   the	   material	   was	   further	   condensed	   into	   tables	   or	   “matrices”	   of	  
principal	   findings	   (See	  Results	   section).	   	   Each	  case	   study	  matrix	  was	   then	  developed	   further,	   checked	   and	  
corrected	  through	  an	  iterative	  process	  of	  multiple	  rounds	  that	  also	  involved	  referral	  of	  questions	  back	  to	  the	  
field	  team,	  and	  in	  many	  cases,	  to	  EADD	  staff	  or	  to	  hub	  actors	  for	  the	  purpose	  of	  capturing	  and/or	  verifying	  
nuances.	  	  
The	  matrix	  tables	  provide	  a	  detailed	  narrative	  for	  each	  hub	  from	  the	  point	  of	  view	  of	  hub	  actors.	  The	  study	  
team	   held	   a	   data	   analysis	   and	   interpretation	   workshop	   in	   Nairobi	   during	   the	   week	   of	   14	   January	   2013.	  
During	  this	  time,	  the	  five	  hub	  story	  matrices	  were	  used,	  together	  with	  the	  EADD	  implementation	  structure	  
and	  hub	  model	  diagrams	  (Figs.	  7&8)	  and	  the	  review	  of	  documents	  and	  secondary	  data,	  to	  draw	  inferences	  
and	   lessons.	   These	   were	   checked	   multiple	   times	   by	   each	   member	   of	   the	   study	   team	   to	   ensure	   that	  
information	  captured	  from	  actors	  was	  clearly	  and	  accurately	  presented	  from	  direct	  evidence.	  
The	   findings,	   inferences	   and	   lessons	   were	   presented	   to	   EADD	   and	   BMGF	   staff	   on	   4	   Feb	   in	   Nairobi	   and	  
feedback	  was	  received.	  Business	  data	  supplied	  by	  EADD	  after	  the	  meeting	  were	  used	  to	  fill	  gaps	  in	  the	  case	  
study	  matrices.	  While	   the	   EADD	   business	   data	   also	   included	   information	   on	   staffing	   and	  membership,	   all	  
matrices	  include	  staffing	  and	  membership	  data	  obtained	  from	  hub	  managers	  or	  cluster	  leaders,	  as	  this	  was	  
considered	   to	   be	   the	   most	   up-­‐to-­‐date	   information.	   Both	   hub	   and	   EADD-­‐derived	   data	   are	   provided	   in	  
Appendix	  6.	  	  
Limitations	  
The	   time	   frame	   for	   the	   study	   permitted	   a	   week	   for	   the	   inception	   meeting,	   design	   of	   the	   study,	   the	  
formulation	  of	  tools	  and	  training	  of	  the	  Kenyan	  teams.	  	  The	  first	  four	  case	  studies	  were	  carried	  out	  one	  after	  
another	   over	   four	   weeks.	   Preliminary	   findings	   were	   presented	   to	   EADD	   on	   30	   November	   after	   only	  
preliminary	  analysis.	  	  At	  that	  point	  EADD	  requested	  the	  addition	  of	  a	  fifth	  case	  study	  in	  Uganda,	  which	  was	  
also	  carried	  out	   in	  one	  week.	  Once	  the	  five	  case	  studies	  were	  completed,	  the	  mapping	  and	  analysis	  of	  the	  
material	  was	  completed	  with	  approximately	  two	  days	  invested	  per	  case.	  The	  study	  team	  met	  in	  Nairobi	  (14-­‐
19	  Jan)	  for	  one	  week	  to	  perform	  an	  overall	  analysis	  of	  the	  material,	  rechecking	  all	  the	  field	  notes	  again	  and	  
synthesizing	   lessons	   learned	   across	   the	   hubs.	   This	   tight	   timeframe	   for	   data	   preparation,	   analysis	   and	  
interpretation	  constituted	  a	  challenge	  to	  the	  team	  as	  its	  main	  constraint.	  	  
Several	  design	   limitations	  arose	   from	  the	   limited	   timeframe.	  The	  main	  one	  was	   that	   it	  was	  not	   feasible	   to	  
interview	  poorer	  farmers,	  women	  and	  young	  farmers	  separately.	  Instead	  a	  few	  women	  and	  youth	  with	  small	  
numbers	  of	  animals	  were	  asked	  to	  remain	  after	  the	  PGDs	  with	  unregistered,	  active	  and	  inactive	  farmers,	  and	  
asked	  follow-­‐up	  questions.	  	  This	  approach	  yielded	  limited	  data	  on	  the	  views	  of	  these	  important	  groups	  with	  
respect	  to	  the	  functioning	  of	  the	  hubs	  and	  the	  value	  added.	  	  
A	  second	   limitation	  was	  that	   the	   interviews	  with	  EADD	  staff	  were	  patchy.	   	   It	  was	  not	  possible	   to	  schedule	  
interviews	  with	  the	  regional	  team	  either	  as	  a	  group,	  or	  individually	  due	  to	  their	  previous	  commitments.	  	  At	  
the	   country	   and	   cluster	   levels	   some	   individual	   and	   group	   interviews	  were	  held,	   but	   these	  were	   limited	   in	  
number	   (See	  Appendix	  3.5).	  Mitigating	   this	   limitation,	  however,	   is	   the	  experience	  at	   the	  briefing	  of	  EADD,	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held	  at	  their	  planning	  meeting	  on	  30	  November.	   	  The	  study	  team	  received	  feedback	  from	  EADD	  indicating	  
that	  the	  findings	  presented	  were	  thought	  provoking	  and	  useful.	  	  
Finally,	   both	   PGDs	  with	   farmers	   and	   individual	   or	   group	   interviews	  with	   other	   actors	   were	   scheduled	   on	  
behalf	  the	  study	  team,	  at	  short	  notice	  by	  EADD’s	  cluster	   leader.	   	  The	  implication	  of	  this	   is	  that	   it	  would	  be	  
premature	   to	   claim	   that	   the	   farmers	   interviewed	   were	   representative	   of	   the	   wider	   population	   of	   active,	  
inactive	  and	  unregistered	   farmers.	  Likewise	   it	  was	  not	  possible	   to	   interview	  all	   the	  service	  providers	  or	  all	  
the	   milk	   processors	   associated	   within	   a	   particular	   hub.	   The	   hubs	   selected	   for	   case	   study	   analysis	   were	  
chosen	   deliberately	   (i.e.	   purposive	   sampling)	   for	   learning	   potential	   and	   are	   not	   intended	   to	   represent	   a	  
random	  sample	  of	  cases.	  
Each	  case	  study	  should	  therefore	  be	  seen	  as	  presenting	  the	  view	  of	  the	  hub	  actors	  that	  could	  be	  accessed.	  	  
The	   overall	   set	   is	   not	   intended	   to	   be	   representative	   of	   what	   EADD	   has	   or	   has	   not	   achieved,	   but	   rather	  
illustrates	  key	  features	  and	  developments	  in	  particular	  hub	  examples	  that	  may	  be	  relevant	  for	  the	  design	  of	  
Phase	  II	  and	  a	  subsequent	  more	  quantitative	  impact	  evaluation.	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4. Results	  from	  Kenya	  
To	  help	  inform	  the	  study	  teams	  a	  literature	  review	  of	  the	  dairy	  sector	  context	   in	  Kenya	  was	  prepared.	  The	  
analysis	   was	   created	   from	   project	   documentation8 ,	   supplemented	   with	   recent	   data	   and	   statistics	   to	  
understand	  the	  history	  and	  evolution	  of	  the	  dairy	  sector	  and	  more	  recent	  developments	   in	  the	  sector	  that	  
may	  have	  a	  bearing	  on	  the	  future	  development	  of	  the	  sector.	  	  
The	  results	  are	  presented	  in	  four	  sections	  for	  each	  country:	  
• Dairy	  Sector	  Overview	  by	  country	  
• Case	  studies	  by	  Hub	  Level	  -­‐	  Kenya	  
• Results	  from	  EADD	  programme	  level	  
• Broad	  implications	  at	  sector	  level	  in	  each	  country	  
4.1. Dairy	  Sector	  Overview	  -­‐	  Kenya	  
Introduction	  
Early	   in	   the	   20th	   century	   large-­‐scale	   settler	   farmers	   who	   generated	   export	   earnings	   from	   milk	   sold,	  
dominated	  the	  Kenyan	  dairy	  sector.	  Smallholder	  farmers	  became	  a	  more	  dominant	  feature	  with	  the	  onset	  of	  
Kenya’s	   independence	   in	  1963.	  As	   expansion	   in	   the	  dairy	   sector	  occurred,	  many	  diverse	   service	  providers	  
emerged	   offering	   input	   provision,	   and	   facilitation	   services,	   alongside	   new	   development	   partners	   offering	  
support	  of	  varying	  types	  in	  the	  agriculture	  sector.	  Prior	  to	  the	  2008	  election	  crisis,	  the	  formal	  Kenyan	  dairy	  
sector	  was	  growing	   fast.	  Milk	  production	  continues	   to	  make	  a	   significant	   livelihood	  contribution	   for	   those	  
engaged	   in	   the	   value	   chain.	   Milk	   also	   provides	   nutritional	   wellbeing	   for	   large	   numbers	   of	   Kenya’s	   rural	  
inhabitants.	   The	   principal	   challenges	   to	   the	   sector	   include	   improving	   milk	   quality,	   reducing	   spoilage	   and	  
therefore	  waste	  and	  making	  production	  costs	  along	  the	  value	  chain	  more	  efficient,	  as	  well	  as	  realizing	  the	  
potential	  of	  the	  export	  market.	  
General	  Information	  
Kenya	  has	  a	  total	  land	  area	  of	  569,140	  km2,	  consisting	  of	  80%	  arid	  and	  semi-­‐arid	  lands.	  The	  topography	  and	  
climate	   vary	   from	   the	   tropical	   coastal	   areas	   to	   cool	   highlands	   and	   there	   are	   two	   rainy	   seasons	  
(approximately	   March-­‐May	   and	   November).	   In	   2010	   the	   total	   population	   was	   approximately	   43	   million	  
(2012),	  with	  roughly	  78%	  living	  in	  rural	  areas.	  
Agriculture	   contributes	   roughly	   24%	   to	   Kenya’s	   GDP	   (2011	   GDP:	   USD	   71.21	   billion).	   The	   livestock	   sector	  
makes	  a	  contribution	  of	  10%	  to	  Kenya’s	  GDP	  and	  30%	  to	  agricultural	  GDP.	  In	  turn,	  dairy	  products	  account	  for	  
approximately	  30%	  of	  the	  GDP	  contributed	  by	  Kenya’s	  livestock	  sector.	  	  	  
Cattle	  Population	  and	  Distribution	  
Kenya	   has	   a	   total	   cattle	   population	   of	   17.5M.	   The	   dairy	   cattle	   population	   is	   12.8M	   and	   consists	   of	  
approximately	  3.5M	  exotic/cross-­‐breeds	  and	  9.3M	  indigenous	  breed	  cattle.	  The	  Rift	  Valley	  has	  the	  highest	  
population	  of	  dairy	  cattle	  (53%),	  followed	  by	  the	  central	  (23.8%)	  and	  eastern	  provinces	  (8.5%).	  The	  national	  
herd	  grew	  by	  9%	  over	  the	  nine	  years	  from	  1998	  to	  2007.	  
Milk	  production	  in	  Kenya	  is	  estimated	  to	  be	  approximately	  3	  -­‐	  4.5	  billion	  L	  annually	  from	  cattle	  (dairy,	  grade	  
and	   indigenous	   breeds),	   camel	   and	   goats.	  While	   improved	   dairy	   cattle	   account	   for	   less	   than	   30%	   of	   the	  
national	   herd	   they	   produce	   about	   70%	   of	   estimated	   annual	   milk	   production	   and	   almost	   all	   the	   formally	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
8	  Country	  assessment	  project	  documents	  were	  from	  2008	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marketed	   milk	   (about	   400M	   L	   per	   annum).	   Grade	   cattle	   are	   about	   50%	   pure	   breeds	   (mainly	   Friesian,	  
followed	  by	  Ayrshire,	   Jersey	  and	  Guernsey)	  and	  crosses.	   Indigenous	  species	  and	  breeds	   (indigenous	  cattle,	  
goats	  and	  camels)	  contribute	  only	  30%	  (about	  930M	  L)	  of	  milk	  output	  annually,	  but	  are	  extremely	  valuable	  in	  
the	  arid	  and	  semi-­‐arid	  areas.	  	  
The	  majority	  of	  milk	  produced	  from	  local	  breed	  is	  consumed	  by	  the	  local	  household	  and	  contributes	  to	  the	  
diets	  and	  livelihoods	  of	  pastoralist	  communities.	  
Milk	  Production	  System	  
Large	  and	  small-­‐scale	  milk	  production	  systems	  operate	  in	  Kenya	  with	  different	  levels	  of	  management,	  inputs	  
utilized	  and	  scales	  of	  production.	  More	   than	   1	  million	   smallholder	   dairy	   farmers	   contribute	   over	   70%	  of	  
gross	   marketed	   milk	   from	   farms.	   	   Smallholder	   farmers	   have	   between	   3	   to	   5	   acres	   of	   land	   and	  
approximately	  two	  to	  five	  cattle	  with	  milk	  yields	  of	  roughly	  5	  L9	  of	  milk	  per	  cow	  per	  day.	  	  Milk	  sale	  volumes	  
are	  typically	  low,	  at	  less	  than	  10	  L	  per	  day.	  
The	   use	   of	   on-­‐farm	   inputs	   is	   typically	   low,	   but	   varies	   depending	   on	   community	   tradition	   and	   the	   level	   of	  
market	   orientation.	   Farm	   level	   providers	   include:	   breeding	   services;	   agro-­‐vet	   and	   feed	   shop	   inputs;	  
veterinary	  services;	  extension	  and	  advisory	  services	  and	  other	  categories.	  	  
Post-­‐harvest	  milk	  losses	  are	  highest	  at	  farm	  level	  and	  result	  from:	  spillage,	  lack	  of	  market	  access,	  spoilage	  
and	  rejection	  at	  the	  market	  due	  to	  low	  quality	  of	  milk.	  Milk	  is	  rejected	  more	  often	  in	  the	  wet	  season	  when	  
there	  is	  production	  is	  high	  and	  the	  roads	  are	  in	  a	  poor	  condition.	  Losses	  at	  farm	  level	  can	  be	  more	  than	  6%	  
of	  total	  production.	  	  
At	  the	  farm	  level,	  dairy	  activities	  are	  estimated	  to	  create	  a	  total	  of	  77	  direct	  farm	  jobs	  per	  1,000	  L	  of	  daily	  
production,	  or	  a	  total	  of	  about	  841,000	  full-­‐time	  jobs	  (585,000	  for	  full-­‐time	  hired	  workers	  and	  256,000	  for	  
self-­‐employed/farm	  owners).	  
Dairy	  Cattle	  Breeding	  
Until	   the	   mid	   1980s	   the	   Government	   of	   Kenya	   supported	   a	   well-­‐organised	   dairy	   cattle	   breeding	   system,	  
which	  increased	  the	  smallholder	  dairy	  farming	  system	  and	  the	  national	  dairy	  population.	  	  The	  public	  subsidy	  
of	   artificial	   insemination	   (AI)	   services	   also	   accelerated	   the	   uptake	   of	   dairying	   by	   upgrading	   zebu	   cattle.	  
Since	   1993	   however,	   private	   AI	   services	   have	   developed	   slowly	   in	   replacement	   of	   the	   previous	  
governmental	  service.	  Together	  with	  underdeveloped	  private	  services,	  the	  high	  cost	  of	  AI	  has	  resulted	  in	  the	  
use	   of	   bulls	   of	   indeterminate	   breeding	   value,	   and	   that	   may	   also	   transmit	   diseases.	   This	   makes	   accurate	  
estimates	  of	  the	  level	  of	  genetic	  diversity	  in	  the	  national	  herd	  difficult.	  
Dairy	  Cattle	  Feeding	  
Feeding	   is	  the	   largest	  production	  cost	   in	  market-­‐oriented	  dairy	  farming.	  Natural	  forage,	  cultivated	  fodder	  
and	   crop	   by-­‐products	  make	   up	   the	   bulk	   of	   dairy	   cattle	   feed	   in	   Kenya.	  Napier	   grass	   is	   the	  main	   cultivated	  
fodder	   used	   for	   dairy	   cattle,	   particularly	   in	   the	   central	   highlands.	   Dairy	   animals	   in	   Kenya	   are	   generally	  
underfed,	  resulting	  in	  low	  milk	  yields.	  Average	  annual	  milk	  yield	  in	  Kenya	  is	  about	  1,600	  L	  per	  lactating	  cow	  
while	  the	  average	  for	  the	  Friesian	  breed	  is	  about	  4,200	  L	  over	  305	  days	  of	  lactation.	  Poor	  quality	  feed	  and	  
underfeeding	  are	  important	  reasons	  for	  low	  average	  milk	  yields.	  
Milk	  Consumption	  
The	  average	  per	  capita	  milk	  consumption	  in	  Kenya	  is	  estimated	  at	  110	  L	  per	  annum	  and	  is	  higher	   in	  urban	  
areas.	  It	  is	  also	  higher	  in	  districts	  with	  higher	  per	  capita	  production.	  Dairy	  products	  are	  an	  important	  dietary	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
9	  In	  some	  instances	  data	  sources	  quote	  milk	  quantities	  in	  kilograms	  not	  L;	  since	  1	  litre	  of	  milk	  weighs	  1.030	  kilograms	  these	  are	  
considered	  as	  approximately	  equivalent	  and	  all	  data	  are	  quoted	  in	  L	  for	  consistency	  in	  this	  report.	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component,	   with	   the	   vast	   majority	   of	   dairy	   consumption	   in	   the	   form	   of	   liquid	   milk.	  More	   than	   60%	   of	  
processed	   milk	   is	   sold	   as	   fresh	   whole/homogenised	   milk	   with	   variable	   levels	   of	   butterfat;	   some	  
whole/homogenised	  milk	  is	  processed	  for	  long	  life	  (ultra	  high	  temperature	  UHT).	  Products	  such	  as	  yoghurt	  
and	   cheese	   are	   available	   mainly	   in	   supermarkets	   –	   yoghurt	   and	   mala	   (fermented	   milk)	   have	   gained	  
popularity	   in	  most	  urban	  centres.	  Per	  capita	  consumption	   is	  projected	  to	   increase	  to	  220	  L	  by	  2030	  as	  a	  
consequence	  of	  better	  incomes	  and	  improved	  marketing.	  This	  is	  expected	  to	  result	  in	  an	  increase	  from	  the	  
current	  production	  of	  around	  4.5	  billion	  L	  per	  annum	  to	  12.8	  billion	  L	  per	  annum	  by	  2030.	  
The	   Kenyan	  Ministry	   of	   Livestock	   expects	   the	   increased	   demand	   to	   be	  met	   through	   increases	   in	   animal	  
productivity	   levels	   accompanied	  with	   some	   increases	   in	   the	   dairy	   cow	   population.	   Until	   the	   late	   1970s	  
Kenya	   was	   a	   net	   exporter	   of	   dairy	   products	   but	   since	   then	   it	   has	   alternated	   between	   net	   imports	   and	  
exports.	   Information	  from	  the	  Kenyan	  Dairy	  Board	  (KDB)	  for	  2001	  to	  2005	  and	  from	  the	  Export	  Promotion	  
Council	  shows	  that	  dairy	  product	  exports	  have	  been	  increasing,	  while	  imports	  have	  declined.	  In	  value	  terms,	  
Kenya	  is	  now	  a	  net	  exporter	  of	  milk	  or	  dairy	  products.	  
Dairy	  Value	  Chain	  Actors	  
The	  main	  value	  chain	  actors	  are	  summarised	  below:	  
	  
Figure	  9:	  Kenyan	  dairy	  sector	  value	  chain	  actors	  	  
Source:	  excerpt	  from	  FAO	  Dairy	  Development	  Kenya	  Report,	  2011	  
Milk	  Marketing	  Pathways	  
Before	   industry	   liberalisation	   in	   1992	   Kenya	   Cooperative	   Creameries	   (KCC)	   was	   the	   dominant	   player	   in	  
formal	  milk	  marketing;	  informal	  trade	  was	  minimal	  and	  trade	  in	  unprocessed	  milk	  was	  limited	  to	  farmers	  in	  
local	   neighbourhoods.	   With	   liberalisation	   and	   the	   temporary	   collapse	   of	   KCC,	   the	   collection	   and	   bulking	  
system	  also	  collapsed.	  Transportation	  of	  milk	  since	  then	  has	  depended	  upon	  the	  amount	  and	  the	  buyer.	  
About	  55%	  of	  the	  milk	  produced	  in	  Kenya,	  mainly	  from	  dairy	  cattle,	  enters	  the	  market.	  Most	  traded	  milk	  is	  
either	   sold	   directly	   from	   farmer	   to	   consumer	   (neighbour)	   or	   through	   unlicensed/informal	   traders.	  
Approximately	   75%	   of	   traded	   milk	   is	   marketed	   through	   informal	   (unlicensed)	   channels.	   Informal	   trade	  
results	   from	  a	  combination	  of	   failures	  or	   inefficiencies	   in	   the	   formal	   system,	  consumer	  habits/preferences	  
and	  price	  differences	  between	  raw	  and	  processed	  milk.	  A	  major	  advantage	  of	  the	  informal	  market	  is	  that	  it	  is	  
a	  cash-­‐based	  market,	  in	  which	  producers	  are	  paid	  immediately	  for	  their	  goods.	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Despite	  an	  aggressive	   regulatory	   regime	  to	  discourage	   raw	  milk	   trade	  only	  about	  20%	  of	  marketed	  milk	   is	  
processed	  while	  approximately	  80%	  is	  sold	  raw.	  Reasons	  for	  the	  predominance	  of	  unprocessed	  milk	  include:	  
20-­‐50%	  cheaper	  price,	  taste	  and	  high	  butterfat	  content	  is	  preferred,	  flexible	  sale	  volumes,	  widely	  accessible,	  
consumer	  familiarity.	  
Raw	  milk	  consumption	  is	  of	  concern	  because	  of	  potential	  public	  health	  risks.	  	  The	  main	  public	  health	  concern	  
is	   the	   risk	   of	   disease	   transmission,	   such	   as	   brucellosis	   and	   tuberculosis.	   Drug	   residues	   are	   also	   a	   concern	  
(even	  in	  the	  processed	  channel).	  However,	  most	  consumers	  boil	  their	  milk	  before	  consumption	  so	  the	  risks	  
from	  bacterial	  health	  hazards	  are	  perceived	  to	  be	  low.	  
The	  formal	  milk	  trade	  is	  the	  market	  segment	  licensed	  by	  the	  KDB.	  The	  KDB	  issues	  licenses	  for,	  among	  others:	  
milk	   bars;	   cottage	   industries;	   mini	   dairies;	   processors;	   producers	   (who	   process,	   manufacture,	   prepare	   or	  
treat	  milk	  for	  sale)	  and	  distributors	  (who	  buy	  for	  resale).	  
Processors	  handle	  over	  80%	  of	  the	  milk	  and	  dairy	  products	  marketed	  through	  the	  licensed/formal	  channel.	  
There	   are	   about	   30	   licensed	  milk	   processors	   in	   Kenya,	   two	   of	  which	   process	  more	   than	   60%	   of	   the	   total	  
processed	   milk.	   In	   combination,	   the	   four	   largest	   processors	   account	   for	   more	   than	   80%	   of	   the	   total	  
processed	  milk.	  The	  leading	  processors	  are:	  new	  KCC	  (32%);	  Brookside	  (30%);	  Githunguri	  (13%);	  Spin	  Knit	  
(11%).	  	  
In	   the	  processing	  sector,	  an	  estimated	  13	   jobs	  are	  created	   for	  every	  1,000	  L	  of	  milk	  handled,	  or	  a	   total	  of	  
about	   15,000	   jobs.	   The	   informal	   sector	   accounts	   for	   about	   70%	   of	   the	   jobs	   in	   dairy	   marketing	   and	  
processing,	  creating	  an	  estimated	  18	  employment	  opportunities	  for	  every	  1,000	  L	  of	  milk	  handled,	  or	  a	  total	  
of	  40,000	  jobs.	  
Government	  Support	  and	  Regulatory	  Environment	  
The	   recent	   dairy	   policy	   focus	   in	   Kenya	   has	   been	  on	   economic	   revival	   and	   correction	   of	   perceived	   failures	  
from	   previous	   administrations.	   	   This	   has	   seen	   some	   positive	   results,	   with	   the	   formal	   dairy	   sector	   almost	  
tripling	   in	  size	  between	  2003	  and	  2007.	   	   	  Continuing	  policy	  challenges	  are:	   the	  ambiguity	  of	  dairy	  policies;	  
the	  minimal	   stakeholder	   consultation	   in	   formulating	   the	   policy	   and	   legal	   framework;	   and	   inconsistencies	  
between	  the	  policies/legal	  framework	  and	  the	  prevailing	  situation.	  
4.2. Case	  Studies	  at	  Hub	  Level	  -­‐	  Kenya	  
4.2.1. Kabiyet	  Case	  Study	  
Kabiyet	  Division	  covers	  a	  surface	  area	  of	  about	  283.7km2	  and	  a	  population	  of	  approximately	  62,536	   (2010	  
census)	  is	  located	  in	  Nandi	  County.	  The	  Division	  has	  12,348	  dairy	  farming	  households	  and	  has	  a	  population	  of	  
about	  38,	  583	  dairy	  cows	  (both	  local	  and	  exotic).	  
4.2.1.1. Kabiyet	  Context	  and	  Background	  
HUB	  VARIANT	  
Farmer	  owned	  chilling	  plant,	  Kabiyet	  Kenya.	  
Practices	  both	  milk	  bulking	  and	  chilling. 
CONTEXT	  
Kabiyet’s	  catchment	  has	  a	  population	  of	  approximately	  12,000	  households	  and	  38,000	  dairy	  cows.	  Households	  own	  an	  
average	  of	  1-­‐2	  acres	  and	  2	  cows.	  98%	  of	  dairy	   farmers	  practice	   free	  range	  grazing	  and	  the	  remainder	  practicing	  zero	  
grazing.	   There	   is	   significant	   seasonality	   in	   milk	   production	   with	   the	   highest	   productivity	   from	   Nov-­‐to	   Jan,	   low	  
productivity	   from	   Feb-­‐May	   and	   intermediate	   productivity	   from	   June-­‐Oct.	   The	   highest	   milk	   collection	   realized	   was	  
36,000L	  in	  2010	  but	  dropped	  to	  3,500L	  between	  November	  2011	  and	  January	  2012	  and	  currently	  stabilizing	  at	  14,000L	  
per	  day.	  Dairying	  is	  widely	  considered	  to	  be	  as	  or	  more	  important	  than	  other	  livelihood	  options.	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BACKGROUND	  	  
Antecedents:	  	  
During	  the	  1990s	  dairy	  cooperatives	  collapsed	  in	  Kenya	  with	  consequent	  heavy	  losses	  to	  farmers.	  	  Liberalization	  of	  milk	  
markets	  made	  milk	  production	  unprofitable.	  With	  the	  advent	  of	  the	  processor,	  KCC,	  milk	  price	  increased	  from	  KSH	  8	  to	  
13/L.	  	  In	  2008,	  a	  group	  of	  local	  farmers	  met	  to	  discuss	  the	  way	  forward.	  	  They	  appointed	  leaders	  who	  wrote	  a	  successful	  
proposal	  to	  Heifer	  International	  for	  assistance	  with	  establishment	  of	  a	  chilling	  plant	  in	  July	  2008	  and	  accepted	  by	  EADD.	  
Massive	  mobilization	  of	  members	  began	  immediately	  and	  went	  on	  until	  December	  in	  the	  year.	  
Establishment	  of	  Kabiyet:	  	  
The	  arrangement	  with	  Heifer	  was	  that	  the	  farmers	  were	  to	  raise	  40%	  of	  KES	  4	  M	  for	  a	  cooler	  and	  register	  2,000	  farmers.	  	  
Due	  to	  the	  previous	  negative	  experience	  with	  cooperatives,	   farmers	  were	  sceptical.	  Heifer	  provided	  a	  vehicle	  to	  help	  
mobilization	  and	  1963	  farmers	  were	  eventually	  registered.	  	  Heifer	  changed	  its	  name	  to	  EADD,	  and	  began	  collaborating	  
with	  TechnoServe,	  ILRI	  and	  ICRAF.	  The	  process	  gained	  momentum	  with	  1.6	  M	  raised.	  EADD	  was	  impressed	  and	  offered	  
an	  interest-­‐free	  loan	  for	  the	  cooler.	  	  
(NOTE:	   Kabiyet	  was	   initiated	   under	   EADD’s	   initial	   financing	  model.	   	   10%	  was	   to	   be	   raised	   by	   the	   DBFA	   to	   facilitate	  
registration	  and	  initial	  running	  costs.	  On	  raising	  that	  figure	  the	  group	  received	  a	  further	  30%	  as	  an	  interest	  free	  loan	  for	  
establishment	   of	   the	   chilling	   plant	   building.	   The	   remaining	   60%	   for	   a	   10,000	   L	   chilling	   plant	  was	   covered	   through	   a	  
commercial	   loan	  pre-­‐financed	  by	  EADD.	  About	  13	   sites	  were	  established	   following	   this	  model.	   From	   this	  experience,	  
EADD	  realized	  that	  farmers	  did	  not	  take	  the	  30%	  and	  60%	  loans	  seriously	  and	  were	  not	  in	  a	  hurry	  to	  repay.	  	  None	  of	  the	  
sites	  established	  under	  this	  model	  have	  fully	  repaid	  their	  loans.	  Consequently,	  EADD	  has	  shifted	  to	  a	  different	  financing	  
model	  with	  an	  initial	  contribution	  from	  farmers	  of	  20%	  and	  an	  interest	  free	  loan	  for	  30%	  allowing	  a	  DBFA	  to	  establish	  a	  
building	   and	   start	   operations	  without	   a	   cooling	   plant.	   Once	   they	   establish	   a	   running	   business	   they	   are	   expected	   to	  
approach	  a	  bank	  for	  a	  loan	  to	  purchase	  a	  chilling	  plant).	  
Kabiyet	   registered	   as	   a	   cooperative	   in	   September	   2008.	   In	   January	   2009,	   Kabiyet	   Dairies	   Company	   Limited	   was	  
registered	  as	  a	  public	   liability	  company.	   	  This	  change	   took	  place	  because	  given	   the	  negative	  experiences	  of	   the	  past;	  
people	  were	  not	  comfortable	  with	  the	  cooperative	  structure.	  	  EADD	  pushed	  for	  a	  company	  rather	  than	  a	  coop.	  When	  a	  
processor	  was	  identified	  to	  buy	  the	  milk	  at	  KES	  27/L	  people	  were	  impressed.	  Milk	  collection	  began	  in	  June	  2009	  after	  
installation	   of	   a	   10,000	   L	   chiller	   in	   April	   2009.	   The	   CP	   started with 1,623 L per day.	   By	   December	   2009	   milk	  
collection	  reached	  25,000	  L/day.	  Kabiyet	  attracted	  a	  lot	  of	  attention	  from	  partners	  and	  other	  stakeholders	  as	  one	  of	  the	  
first	  chilling	  plants	  to	  be	  launched	  by	  the	  EADD	  project.	  	  Bill	  Gates	  visited	  Kabiyet	  in	  December	  2009.	  
EADD	  support:	  	  
In	  addition	  to	  pre-­‐financing	  the	  start-­‐up	  loan,	  EADD	  has	  paid	  the	  salaries	  of	  the	  extension	  team	  except	  for	  the	  extension	  
manager.	   	   EADD	  has	   provided	   financial	   support	   for	   training	  of	   farmers,	   hub	   staff	   and	  directors.	   EADD	  also	  monitors	  
Kabiyet’s	  books.	  
4.2.1.2. Kabiyet	  Current	  Situation10	  
CURRENT	  SITUATION	  
General	  
Developments	  
Pricing:	  	  
During	  2012	  the	  price	  paid	   to	   farmers	  by	  Kabyiet	  varied	  between	  KES	  23	  and	  31	  /L.	  Farmers	  want	  
price	   stability	   and	   do	   not	   understand	   price	   fluctuations	   well.	   The	   processor,	   KCC,	   has	   suggested	  
managing	   variation	   by	   paying	   farmers	   25%	   less	   during	   the	   high	   season	   and	   using	   the	   reserves	  
generated	  to	  even	  out	  price	  variation	  during	  the	  low	  season.	  	  No	  hub	  has	  adopted	  this.	  KCC	  has	  also	  
offered	  workshops	  to	  carry	  out	  cost/benefit	  ratio	  analysis	  jointly	  as	  a	  way	  of	  raising	  understanding	  of	  
pricing.	  
Drought	  and	  milk	  competition:	  	  
Volumes	  have	  dropped	  from	  a	  peak	  of	  36,000	  L/day	  to	  the	  current	  level	  of	  19,000/day	  attributed	  to	  
stiff	  milk	  competition	  and	  a	  prolonged	  drought	   (since	  April	  2012).	  The	  price	  offered	  by	  processors	  
did	  not	  increase	  during	  the	  drought,	  rendering	  the	  price	  offered	  by	  the	  company	  (KES	  27-­‐35/L)	  lower	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
10	  Gaps	  in	  business	  data	  obtained	  during	  case	  study	  interviews	  were	  filled	  for	  the	  five	  case	  study	  matrices	  using	  a	  set	  of	  spreadsheets	  
supplied	  by	  EADD	  with	  monthly	  business	  data	  for	  2012.	  Average	  monthly	  costs,	  revenue	  and	  profit	  in	  2012	  were	  calculated	  based	  on	  
these	  data.	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31	  
than	  the	  price	  offered	  by	  informal	  traders	  purchasing	  unchilled	  milk	  at	  KES	  35-­‐40/L	  
Quality	  of	  management	  and	  governance:	  	  
Kabiyet	  has	  a	  strong	  well-­‐functioning	  board	  and	  a	  competent,	  qualified	  hub	  manager.	   	  
Training:	  	  
To	  date	  5,025	  training	  activities	  have	  been	  carried	  out	  since	  the	  hub	  was	  launched	  with	  over	  800	  in	  
2012.	   	  Training	   is	  done	  through	  Dairy	  Management	  Groups	  of	  about	  15	  farmers.	  There	  has	  been	  a	  
transition	  from	  taking	  farmers	  to	  agricultural	  shows	  and	  on	  exchange	  visits	  to	  large	  scale	  dairy	  farms	  
to	  bringing	  farmers	  to	  see	  the	  practices	  of	  model	  farmers	  associated	  with	  the	  hub.	  	  
AI	  services:	  	  
After	  a	  period	  of	  receiving	  AI	  services	  for	  free,	  services	  are	  now	  in	  the	  hands	  of	  private	  providers.	  
Reduction	  of	  support	  from	  EADD:	  	  
In	   2012	   EADD	   did	   not	   renew	   the	   contracts	   of	   extension	   team	  while	  waiting	   to	   hear	  whether	   the	  
Gates	   Foundation	   would	   approve	   a	   no-­‐cost	   extension.	   This	   development	   led	   to	   the	   company	  
recognizing	   the	   need	   to	   have	   their	   own	   extension	   staff.	   	   However,	   when	   EADD	   contracts	   were	  
resumed,	  salaries	  were	  reduced,	  affecting	  morale,	  as	  some	  had	  loans	  for	  motorbikes.	  	  	  
Membership	   Registered	  Farmers11:	  3,564	  (2,301	  M	  |	  1263	  W)	  
Active	  Suppliers:	  2,607	  (1721	  M	  |	  886	  W)	  
Shareholders:12	  2966	  (2012	  M	  |	  954	  W)	  	  
Active	  dairy	  management	  groups:	  	  444	  	  (about	  15	  members/group)	  
Inactive	  dairy	  management	  groups:	  130	  
Assets	   Main	  plant	  with	  10,000	  L	  chiller	  
Three	  satellite	  chillers	  all	  with	  a	  capacity	  of	  13,000	  L.	  
Water	  tanks	  	  
KES	  49	  M	  of	  profits	  has	  been	  invested	  in	  purchasing:	  	  	  
• Land	  for	  the	  satellite	  chillers	  
• 3	  pick-­‐up	  trucks	  	  
• A	  milk	  tanker	  
Staffing	  	   The	  workforce	  has	  increased	  from	  9-­‐73	  employees.	  
Core	  services	   AI,	  Agro-­‐vet,	  Microfinance	  (FSA),	  Animal	  Health,	  Transport,	  Extension	  
Financial	  flows	   Debts:	  	  
Kabiyet	  is	  finalizing	  the	  payment	  of	  the	  CP	  loan.	  Outstanding	  debt:	  	  KES	  1.1 M	  
Income	  sources:	  
Shares	  are	  purchased	  at	  KES	  200;	  there	  is	  a	  purchase	  ceiling	  of	  25	  shares.	  	  
Farmers	  become	  members	  by	  purchasing	  shares.	  	  
There	  is	  no	  registration	  fee	  to	  become	  a	  milk	  supplier	  
Kabiyet	  is	  a	  preferred	  supplier	  for	  KCC.	  	  
Milk	  sales	  to	  KCC	  during	  2012	  attracted	  a	  price	  of	  KES	  27-­‐35	  /L;	  13in	  addition	  KCC	  pays	  KES	  3/L	  of	  milk	  
delivered	  to	  their	  plant	  and	  a	  further	  premium	  of	  KES	  7/L	  for	  chilled	  milk.	  	  In	  2012	  prices	  paid	  to	  
farmers	  varied	  between	  KES	  23	  and	  30	  /L	  
Dividends:	  	  
Paid	  on	  an	  annual	  basis	  	  
Fixed	  monthly	  costs	  (2012):	  	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
11	  These	  numbers	  are	  from	  the	  business	  data	  spread	  sheet	  and	  do	  not	  agree	  with	  the	  numbers	  provided	  by	  the	  hub	  manager	  during	  
the	  interview	  
12	  According	  to	  the	  strategic	  plan	  of	  2011	  to	  2015,	  the	  membership	  is	  slightly	  different,	  thus	  currently,	  there	  are	  3,175	  registered	  
members,	  of	  which	  2,215	  are	  male	  and	  960	  female.	  The	  total	  number	  of	  enrolled	  suppliers	  is	  5,365.	  Information	  from	  the	  cluster	  
leader	  shows	  that	  Kabiyet	  membership	  as	  at	  Dec.	  2012	  is	  9,952(5,472M	  &4,480F).	  In	  the	  study	  teams	  opinion	  this	  is	  more	  recent.	  
13	  The	  manager’s	  information	  about	  the	  premiums	  paid	  by	  KCC,	  but	  it	  is	  now	  not	  clear	  whether	  these	  premiums	  are	  included	  in	  the	  
prices	  reported	  in	  the	  business	  data	  spreadsheet.	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32	  
These	  average	  KES	  1,513,671	  with	  staff	  salaries	  accounting	  for	  KES	  431,799	  
Variable	  costs	  (2012):	  These	  averaged	  KES	  9,964,687	  /mo.	  
Profitability:	  Kabiyet	  was	  not	  profitable	  in	  2012.	  	  Net	  monthly	  profit	  (after	  taxes	  and	  interest)	  varied	  
between	  KES	  -­‐1,774,059	  and	  963,792	  with	  an	  average	  net	  loss	  of	  KES	  87,591/mo.	  and	  an	  overall	  net	  
profit	  margin	  for	  the	  year	  of	  -­‐0.77%.	  	  
Milk	  Flows	   Farmers	  take	  milk	  to	  the	  14	  established	  collection	  centres
14.	  	  
Milk	  volumes	  have	  dropped	  from	  a	  peak	  of	  36,000	  L/day	  to	  the	  current	  level	  of	  19,000/day	  
(attributed	  to	  stiff	  competition	  and	  drought).	  	  
During	  2012	  monthly	  milk	  volumes	  collected	  varied	  between	  118,799	  and	  579,096	  L	  (average:	  	  
349,983	  L)	  and	  monthly	  volumes	  sold	  ranged	  between	  69,139	  and	  578,327	  L	  (average:	  	  
362,669	  L)	  
In	  October	  2012,	  approximately	  80%	  of	  Kabiyet’s	  milk	  was	  sold	  to	  NKCC	  and	  20%	  to	  Buzeki.	  
Details	  on:	  the	  use	  of	  Kabiyet’s	  pick-­‐up	  trucks	  and	  milk	  tanker,	  Kabiyet’s	  relationships	  with	  
competing	  processors	  and	  Kabiyet’s	  milk	  prices	  are	  unknown.	  	  
4.2.1.3. Kabiyet	  Actor	  Perceptions	  
ACTOR	  PERCEPTIONS	  
Achievements	   Farmers	  actively	  supplying	  milk	  to	  Kabiyet	  make	  regular	  use	  of	  AI,	  feeds,	  agro-­‐vet,	  and	  microfinance	  
services	  and	  are	  satisfied	  with	  these.	  
Kabiyet	   has	   purchased	   assets	   (land,	   vehicles,	   buildings	   constructed)	   and	   created	   agro-­‐vet	   and	  
financial	  services.	  
Milk	  collection	  centres	  have	  been	  established.	  Farmers	   take	  milk	   to	  and	  collect	  milk	   receipts	   from	  
the	  collection	  centres.	  They	  have	  shortened	  travelling	   times	  and	  distances,	  making	  milk	  marketing	  
accessible	  to	  more	  smallholder	  farmers.	  	  
Kabiyet	   has	   been	   successful	   in	   raising	   milk	   quality	   by	   improving	   milk	   handling	   hygiene,	   the	  
introduction	  of	  milk	  cans,	  and	  ensuring	  that	  time	  spent	  from	  milking	  to	  reception	  at	  the	  chilling	  plant	  
is	  less	  than	  2	  hrs.	  	  
Effective	  delivery	  of	  AI	  and	  other	  services	  has	  led	  to	  breed	  improvement,	  increased	  milk	  production	  
and	  higher	  value	  of	  animals.	  
AI	  has	  largely	  replaced	  the	  use	  of	  bulls	  in	  the	  Kabiyet	  area.	  
Farmers	  are	  able	  to	  make	  their	  own	  feeds.	  	  
Farmers	  are	  volunteering	  for	  demos	  and	  demanding	  training.	  	  
Kabiyet	   has	   improved	   access	   to	   cash	   advances	   and	   loans	   through	   the	   check-­‐off	   system	   and	   the	  
village	  bank.	  	  	  
The	  Ministry	  of	   Livestock	   is	   lobbying	   the	  Eldoret	   county	   council	   and	   the	  Community	  Development	  
Fund	  on	  behalf	  of	  the	  farmers	  to	  improve	  road	  maintenance,	  especially	  during	  the	  rainy	  season,	  to	  
ensure	  milk	  can	  be	  delivered	  without	  spoilage.	  
Modern	  technology	  (Automated	  data	  and	  record)	  
Strengths	   The	   high	   quality	   of	   Kabiyet	  milk	  makes	   it	   attractive	   to	   processors	   and	   there	   is	   competition	   for	   it	  
between	  KCC,	  Brookside	  and	  Buzeki.	  Kabiyet	  milk	  is	  of	  high	  enough	  quality	  to	  be	  used	  for	  powdered	  
milk	  and	  cheese	  making.	  	  This	  has	  helped	  KCC	  secure	  a	  market	  with	  Nestle.	  	  Nestle	  provides	  a	  field	  
person	   who	   supports	   famers	   at	   Kabiyet	   to	   ensure	   continued	   milk	   quality.	   There	   is	   a	   strong	  
relationship	  with	  KCC,	  which	  the	  processor	  would	  like	  to	  develop	  further.	  	  
Kabiyet	   enjoys	   a	   close	   relationship	   with	   public	   sector	   organisations	   and	   there	   is	   recognition	   that	  
appropriate	  policy	  could	  play	  a	  role	  in	  improving	  the	  low	  margins	  facing	  small-­‐scale	  dairy	  farmers.	  	  
Kabyiet	  is	  finalizing	  payment	  of	  debts	  related	  to	  the	  start-­‐up.	  
Kabyiet’s	  board	  has	  a	  positive	  track	  record.	  
High	  concentration	  of	  dairy	  cows	  in	  the	  region	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
14	  These	  are:	  Kabiyet,	  Sangalo,	  Koisolik,	  Talai,	  Belekenya,	  Kormaet,	  Kapsiria,	  Chemuswa,	  Itigo,	  Sironoi,	  Kipng’eru,	  Cheda	  Dairies,	  
Baraton	  Dairies	  and	  Kaptiltil.	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Benefits	  and	  
Outcomes	  
General:	  
The	  hub	  has	  contributed	  to	  job	  creation	  and	  an	  increase	  in	  local	  businesses,	  and	  to	  improved	  living	  
standards	  and	  community	  cohesiveness.	  
Farmers:	  
Increased	  knowledge	  related	  to	  dairying.	  	  
Transporters	  deliver	  cash	  payments	  and	  agro-­‐vet	  products.	  
Payments	  are	  assured.	  
Less	  time	  spent	  traveling	  and	  queuing	  translates	  into	  more	  time	  for	  other	  activities.	  
Inputs	  such	  as	  dairy	  meal	  and	  fertilizer	  are	  more	  available	  can	  be	  accessed	  at	  lower	  cost.	  	  
Accessible	  banking	  services.	  
Higher	  incomes	  compared	  to	  five	  years	  ago	  stemming	  from	  increased	  milk	  production,	  higher	  value	  
of	  animals	  and	  dividends	  from	  the	  hub.	  	  
Can	  now	  afford	  to	  pay	  school	  fees.	  
Service	  providers:	  
Good	  relationships	  with	  the	  community.	  
Have	  access	  to	  training	  and	  credit.	  
Have	  improved	  services	  through	  training.	  
Increased	  their	  customer	  base	  and	  profitability.	  
Increased	  incomes	  and	  better	  living	  standards.	  
Dissatisfactions	  
and	  Constraints	  	  
Why	  farmers	  don’t	  register:	  
Delayed	  payments.	  
High	  cost	  of	  shares.	  
Fluctuation	  in	  milk	  price.	  
Insufficient	  satellite	  chilling	  facilities	  limiting	  accessibility	  to	  farmers	  in	  more	  remote	  areas.	  
Why	  farmers	  become	  inactive:	  
Need	  instant	  cash	  and	  can	  get	  better	  prices	  from	  other	  buyers.	  
Poor	  state	  of	  roads	  leading	  to	  spoilage	  when	  taking	  milk	  to	  hub.	  
Recording	  of	  milk	  not	  accurate	  when	  done	  manually.	  
Early	  closure	  of	  hub	  leading	  to	  returned	  deliveries	  and	  losses.	  
Dissatisfactions:	  
Insufficient	  milk	  containers.	  
Sometimes	  AI	  service	  is	  not	  timely.	  
Delayed	  payments	  to	  service	  providers.	  
Level	  of	  payments/remuneration	  to	  service	  providers.	  
Expectations	  of	  service	  providers	  to	  cover	  very	  large	  areas.	  
Manipulation	  of	  check-­‐off	  cards	  by	  some	  farmers.	  
Men	  collecting	  the	  earnings	  of	  women	  registrants	  (has	  been	  addressed).	  
Board	  performance	  could	  be	  improved	  by	  an	  injection	  of	  “new	  blood.”	  
No	  clear	  message	  on	  EADD’s	  exit	  strategy.	  
Farmers	  are	  focused	  on	  price,	  make	  exorbitant	  price	  demands,	  and	  don’t	  appreciate	  the	  embedded	  
services	  offered	  by	  the	  processor.	  
Constraints:	  	  
AI	  night	  service	  is	  risky.	  
High	  cost	  of	  commercial	  feeds.	  
Lack	  of	  storage	  facilities	  for	  feeds.	  
Poor	  chemical	  and	  other	  waste	  disposal	  in	  the	  area.	  
High	  fuel	  cost	  is	  a	  challenge	  for	  service	  providers.	  	  
Dairy	  profit	  margins	  are	  reduced	  by	  the	  high	  cost	  of	  inputs.	  
Main	  
Problems/	  
Challenges	  
Delayed	  payments	  to	  farmers	  and	  service	  providers.	  	  
The	  processor	  pressures	  other	  hubs	  in	  the	  cluster	  to	  accept	  lower	  prices.	  To	  ensure	  their	  farmers	  can	  
be	  paid,	  Kabiyet	  is	  forced	  to	  follow	  suit.	  	  	  
Processors	  not	  honouring	  contracts.	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Lack	  of	  water	  for	  animals	  and	  seasonality	  in	  milk	  production/supply	  (production	  is	  very	  low	  during	  
dry	  season).	  
Households	  have	  a	  small	  number	  of	  animals	  and	  small	  landholdings.	  
Milk	  competition	  from	  informal	  traders	  who	  provide	  instant	  cash	  and	  may	  offer	  higher	  prices	  than	  
the	  hub.	  
Benefits	  of	  being	  a	  shareholder	  not	  widely	  understood.	  
Insufficient	  staff	  to	  cover	  the	  Kabiyet	  catchment	  area.	  
Insufficient	  cooler	  capacity.	  
Poor	  roads	  are	  problematic	  particularly	  during	  the	  rainy	  season.	  
Ways	  Forward	   Further	  support	  farmers	  to	  increase	  daily	  production	  per	  cow.	  	  
Manage	  milk	  competition	  and	  make	  the	  hub	  more	  attractive	  by	  1)	  ensuring	  timely	  payments	  to	  milk	  
suppliers	  and	  service	  providers,	  and	  2)	  by	  increasing	  the	  number	  of	  satellite	  chillers.	  
Manage	  seasonality	  by:	  1)	  paying	  farmers	  less	  during	  high	  season	  and	  paying	  out	  the	  reserve	  during	  
the	  low	  season’	  2)	  developing	  feeds	  based	  on	  locally	  available	  cereals;	  3)	  facilitating	  investment	  in	  
domestic	  water	  collection	  systems.	  
Add	  value	  by	  moving	  into	  processing	  (cottage	  production).	  
Diversify/explore	  other	  markets	  for	  milk	  such	  as	  institutions	  near	  the	  hub.	  	  
Lobby	  government	  to	  improve	  roads.	  
4.2.2. Cherobu,	  Kenya	  
Cherobu	  is	  an	  acronym	  drawn	  from	  the	  3	  divisions	  that	  form	  the	  catchment	  area	  of	  the	  hub.	  The	  3	  divisions	  
are	  Cheborgei,	  Roret,	  and	  Bureti	  and	  their	  first	  letters	  have	  been	  joined	  to	  give	  Cherobu	  Dairy	  Co.	  LTD.	  The	  
Dairy	  is	  a	  farmer-­‐owned	  company,	  it	  is	  located	  in	  Bomet	  District	  and	  it	  was	  registered	  in	  July	  2009.	  
4.2.2.1. Cherobu	  Context	  and	  Background	  
HUB	  VARIANT	  
Farmer-­‐owned	  CP;	  practised	  bulking	  without	  chilling	  until	  July	  2010.	  
Now	  practices	  both	  bulking	  and	  chilling.	  
CONTEXT	  
Cherobu	  is	  located	  in	  a	  tea-­‐growing	  area	  with	  both	  large	  plantations	  and	  smallholdings.	  It	  was	  rated	  highest	  of	  all	  sites	  
in	  Kenyan	   feasibility	   study	   in	   terms	  of	   volume	  of	  milk	  potentially	  available.	  The	  majority	  of	   farmers	   interviewed	  said	  
that	  dairying	  was	  important	  to	  them	  than	  other	  livelihood	  options.	  The	  exception	  to	  this	  was	  inactive	  farmers,	  for	  most	  
of	  whom,	  tea	  is	  more	  important.	  
BACKGROUND	  
Antecedents:	  	  
Cherobu	  followed	   in	  the	  wake	  of	  a	  failed	  farmer	  cooperative	  society	  with	  milk	  chilling	  equipment	  of	  1,200	  L	  capacity	  
that	   ceased	   operation	   in	   2005	   after	   a	   history	   of	  mismanagement.	   The	   area	  was	   rated	   highest	   of	   all	   sites	   in	   Kenyan	  
feasibility	  study	  in	  milk	  volume	  potentially	  available.	  	  	  
Importance	  of	  dairying:	  	  
Dairying	   is	  more	   important	   to	   the	  majority	   of	   active	   farmers	   interviewed	   compared	   to	   other	   livelihood	   options;	   for	  
more	  than	  half	  of	  interviewed	  farmers	  who	  have	  become	  inactive	  in	  supplying	  milk	  to	  the	  hub;	  tea	  is	  more	  important.	  
Establishment	  and	  support	  from	  EADD:	  	  
Cherobu	  was	   established	   in	   2009	   by	   six	   farmer	   dairy	   groups	  with	   support	   from	   EADD	   and	   is	   registered	   as	   a	   private	  
limited	   company.	   Support	  provided	  by	  EADD	   included	  a	  KES	  13.7	  M	   (USD	  $164,634)	   loan	   for	   chilling	  equipment	  and	  
accessories	  and	  support	   for	  extension	   (field	  days,	   farmer	  training,	  exchange	  visits,	   salary	   for	  staff)	  denoting	  81.5%	  of	  
the	  total	  CP	   installation	  cost.	  Other	  sources	  of	  the	  CP	  funding	  derived	  from	  Shareholders’	  equity	   (7.7%	  or	  Kes.1.3	  M)	  
and	  from	  interest	  free	  loan	  by	  K-­‐REP	  Bank	  (10.7%	  or	  KES	  1.8	  M)	  adding	  up	  to	  a	  total	  of	  KES	  16.8	  M.	  
The	  Board:	  	  
Due	  to	  a	  conflict	  over	  the	  location	  of	  the	  chilling	  plant	  between	  two	  of	  the	  farmer	  groups,	  Cherobu’s	  first	  board	  was	  an	  
interim	  board	  appointed	  by	  farmers,	  with	  representation	  from	  all	  six	  groups.	  A	  plant	  manager	  was	  engaged	  in	  2011.	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Milk	  competition:	  	  
Informal	  traders	  are	  an	  important	  alternative	  buyer	  of	  milk,	  supplying	  a	  significant	  market	  for	  raw	  unchilled	  milk	  in	  the	  
areas	  towns,	  tea	  plantations	  and	   institutions.	  They	  may	  pay	  more	  than	  the	  chilling	  plant,	  offer	  cash	  on	  the	  spot,	  and	  
pick	  up	  milk	  at	  the	  farm.	  Cherobu	  offered	  advances	  for	  purchasing	  a	  motorbike	  to	  30	  informal	  traders	  as	  an	  incentive	  to	  
give	  up	  trading	  and	  become	  milk	  transporters	  linked	  to	  the	  DFBA.	  
Crisis:	  	  
Cherobu’s	  main	  buyer,	  KCC,	   responded	   to	  a	  general	   increase	   in	  milk	   supply	  by	  moving	   into	  milk	  powder	  production,	  
drastically	  dropping	  the	  price	  for	  fresh	  milk.	  This	  led	  Cherobu	  suppliers	  to	  sell	  raw,	  unchilled	  milk	  elsewhere	  including	  to	  
informal	  traders.	  When	  KCC	  dropped	  the	  milk	  price,	  27	  of	  the	  30	  informal	  traders	  who	  had	  taken	  up	  transporting	  milk	  
returned	  to	  trading,	  as	  they	  could	  earn	  higher	  margins.	  The	  drop	  in	  milk	  supplies	  and	  consequently,	  in	  income,	  led	  the	  
manager	   to	   use	   funds	   earned	   through	   services	   (AI,	   Agro-­‐vet)	   to	   cover	   recurrent	   costs.	   	   Combined,	   these	   factors	  
ultimately	  led	  to	  the	  collapse	  of	  the	  company.	  	  
Interventions	  by	  EADD,	  national	  and	  local	  government:	  	  
EADD	  and	  the	  Ministry	  of	  Livestock	  intervened	  when	  milk	  suppliers	  requested	  replacement	  of	  the	  entire	  board	  because	  
of	   wrangles	   within	   the	   board	   and	  mistrust	   on	   their	   part.	   The	   board	   and	   hub	  manager	  were	   dismissed.	   The	   District	  
Commissioner	   (from	   Buret)	   asked	   chiefs	   from	   19	   locations	   to	   select	   5	   prominent	   registered	   farmers/location.	   This	  
group	  elected	  a	  19-­‐member	  interim	  board.	  EADD	  worked	  with	  the	  commissioner	  on	  this	  plan.	  Disgruntled	  members	  of	  
the	  dismissed	  board	  campaigned	  against	  the	  new	  board	  members;	  After	  the	  establishment	  of	  the	  Kenyan	  Dairy	  Farmers	  
Federation	   (KDFF)	   in	  2012	  (with	  EADD	  assistance)	   the	  Federation	  recruited	  a	  new	  hub	  manager	  who	  began	   in	  March	  
2012.	  
4.2.2.2. Cherobu	  Current	  Situation	  
CURRENT	  SITUATION	  
General	  
Developments	  
Recovery	  from	  the	  crisis:	  
Improved	   governance:	   Cherobu	   has	   never	   had	   an	   Annual	   General	  Meeting	   (AGM)	   to	   elect	   a	  
board;	  however	  an	  AGM	  is	  planned	  as	  soon	  as	  the	  company	  has	  been	  fully	  converted	  to	  a	  public	  
limited	  company.	  In	  the	  mean	  time	  there	  is	  an	  interim	  board	  in	  place	  and	  a	  new,	  well-­‐qualified	  
hub	  manager.	  Members	  of	  the	  dismissed	  board	  have	  brought	  a	  court	  case	  against	  Cherobu,	  and	  
an	  out-­‐of-­‐court	  settlement	  is	  being	  pursued.	  	  
Processor	  Relations:	  the	  relationship	  with	  KCC	  was	  dropped	  in	  favour	  of	  a	  new	  relationship	  with	  
Buzeki,	   despite	   significantly	   greater	   distance	   to	   the	   processing	   facilities.	   	   A	   milk	   quality	  
technician	  from	  Buzeki	  has	  been	  seconded	  to	  Cherobu,	  the	  hub	  is	  currently	  meeting	  food	  safety	  
standards	   for	   chilled	   milk,	   Buzeki	   is	   providing	   loans	   for	   extension	   services	   and	   actively	  
sponsoring	  milk	  quality	  training.	  Cherobu	  has	  underutilized	  chilling	  capacity,	  which	  it	  is	  selling	  to	  
Buzeki	  as	  a	  strategy	  to	  generate	  income.	  Cherobu	  currently	  supplies	  15%	  of	  Buzeki’s	  milk.	  
Improved	  management	  and	  milk	  supply:	  since	  the	  arrival	  of	  the	  new	  manager,	  milk	  supply	  has	  
risen	  from	  70	  to	  3,200	  L/day.	  	  	  	  
Membership	   Registered	  members15:	  4062	  	  
Active	  milk	  suppliers:	  555	  	  
Shareholders:	  970	  
Assets	   Main	  chilling	  plant	  (capacity	  8,000	  L)	  and	  one	  satellite	  (5,000	  L),	  both	  on	  rental	  premises,	  each	  
with	  an	  agro-­‐vet	  shop.	  	  
1	  motorbike,	  used	  for	  transport	  of	  milk	  and	  of	  extension	  service	  providers.	  
Staffing	  	   13	  including:	  
Hub	  Manager	  (salary	  supported	  by	  KDFF	  for	  9	  months	  from	  March	  2012)	  
Accountant	  
Milk	  Quality	  Technician	  (seconded	  from	  Buzeki	  Processing	  Plant)	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
15	  Numbers	  provided	  with	  the	  hub	  manager	  with	  the	  numbers	  in	  the	  business	  data	  spread	  sheet.	  	  The	  numbers	  do	  not	  agree.	  	  The	  
spread	  sheet	  does	  not	  give	  the	  gender	  breakdown	  nor	  the	  number	  of	  stakeholders.	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Extension	  staff	   (5,	  supported	  by	  EADD,	  down	  from	  19	  to	  the	  most	  critical;	  extension	  manager,	  
extension	  worker;	   2	   AI	   technicians,	   animal	   health	  worker;	   number	   not	   sufficient	   to	   cover	   the	  
geographical	  area)	  	  
Core	  Services	   Milk	  chilling	  and	  marketing	  
Check-­‐off	  
Extension	  (AI,	  animal	  health,	  feeds,	  agro-­‐vet)	  
Transport	  (outsourced)	  
Financial	  Flows	   Sources	  of	  income:	  	  
Membership	  fees,	  shares,	  milk	  sales	  to	  the	  processor	  and	  sale	  to	  the	  processor	  of	  underutilized	  
chilling	  capacity.	  	  
Milk	  price	  paid	  by	  the	  processor	  varied	  in	  2012	  from	  KES	  29	  to37	  /L.	  In	  the	  same	  period	  the	  price	  
paid	  to	  farmers	  varied	  between	  KES	  25	  and	  33/L	  
Debt:	  	  
Reduced	  from	  KES	  2.1	  M	  to	  1.5	  M	  or	  300,000	  KES	  (unable	  to	  confirm).	  	  There	  is	  an	  unpaid	  
equipment	  loan	  of	  KES	  15.4	  M	  (16)	  
Fixed	  monthly	  costs	  (2012):	  	  
These	  average	  KES	  358,533	  with	  staff	  salaries	  accounting	  for	  KES	  89,501	  
Variable	  costs	  (2012):	  
These	  averaged	  KES	  1,378,617	  /mo.	  	  
Profitability:	  Cherobu	  was	  not	  profitable	  in	  2012.	  	  Net	  monthly	  profit	  after	  taxes	  and	  interest	  
varied	  between	  KES	  -­‐	  240,835	  and	  86,841	  with	  an	  overall	  net	  monthly	  loss	  of	  KES	  95,024	  and	  an	  
overall	  net	  profit	  margin	  for	  the	  year	  of	  -­‐0.06%.	  	  
Milk	  Flows	   Registered	  farmers	  supply	  morning	  milk	  to	  the	  main	  chilling	  plant	  and	  the	  satellite.	   It	   is	  picked	  
up	  from	  a	  network	  of	  collection	  points	  and	  from	  individual	  farmers	  by	  28	  transporters	  (27	  use	  
motorbikes	  and	  one	  bulk	  transporter	  uses	  a	  pick-­‐up	  truck)	  who	  have	  signed	  contracts	  with	  the	  
chilling	   plant	   and	   are	   paid	   per	   kg	   of	  milk	   delivered.	   Transport	   from	   Cherobu’s	   chillers	   to	   the	  
Buzeki	  plant	  is	  the	  responsibility	  of	  the	  processor.	  
During	  2012	  milk	  volumes	  collected	  varied	  between	  5,946	  and	  85,078	  L	  (average:	  46,760	  L)	  with	  
volumes	  sold	  ranging	  from	  5,705	  to	  84,583	  L	  (average:	  46,349	  L)	  
4.2.2.3. Cherobu	  Actor	  Perceptions	  
Actor	  Perceptions	  
Achievements	   There	   is	   a	   general	   perception	   that	   with	   the	   advent	   of	   the	   new	   management	   leadership	   has	  
become	  more	  transparent;	  services	  have	  improved	  and	  farmers	  are	  receiving	  better	  services.	  
The	   hub	   has	   increased	   the	   customer	   base	   of	   service	   providers,	   provided	   employment	  
opportunities	  in	  the	  community,	  and	  dairy	  farmers	  have	  become	  more	  knowledgeable.	  
Strengths	   EADD	  and	  the	  Cherobu	  have	  worked	  well	  with	  public	  sector	  organisations	  and	  there	  has	  been	  
complementarity	  and	  collaboration	  with	  respect	  to	  extension	  and	  training	  activities.	  	  	  
The	  emerging	  relationship	  with	  Buzeki	  represents	  an	  opportunity	  for	  Cherobu.	  	  
Cherobu’s	   manager	   is	   currently	   exploring	   the	   provision	   of	   adjunct	   financial	   services	   that	  
complement	   and	   go	   beyond	   dairy-­‐related	   services,	   with	   a	   view	   to	   helping	   farmers	   address	  
immediate	   needs	   such	   as	   food	   security	   and	   cash	   advances	   for	   school	   fees	   and	   human	   health	  
services.	  	  	  	  
Persisting	  
Dissatisfactions	  	  
Location	  and	  transport:	  
Reliability	  of	  transport/collection	  of	  milk.	  
Location	  of	  collection	  centres	  and	  other	  services	  (not	  close	  enough	  to	  farmers).	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
16	  This	  agrees	  with	  the	  outstanding	  debt	  reported	  in	  the	  business	  data	  document.	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Rental	  chilling	  plant	  venue	  lacks	  appropriate	  laboratory	  and	  waste	  disposal	  facilities.	  	  
Service	  providers:	  
Poorly	  equipped.	  
Inadequate	  support	  from	  Cherobu	  (e.g.,	  milk	  cans,	  lactometers,	  uniforms/protective	  clothing).	  
Timeliness	  of	  payments.	  
Level	  of	  payments.	  	  
Agro-­‐vet	  service	   issues	   include:	  counterfeit	  goods,	  confusing	   labelling,	   inappropriate	  packaging	  
(quantities	  too	  large;	  not	  affordable).	  	  
Training:	  
Insufficient	  focus	  on	  increasing	  production	  in	  training	  for	  farmers.	  
Main	  Problems/	  
Challenges	  
Internal:	  	  
Trust	  and	  confidence:	  some	  current	  milk	  suppliers	  are	  unsure	  whether	  they	  can	  trust	  Cherobu	  
and	  prefer	   to	   sell	   to	   informal	   traders.	  Hearsay	  about	   failure	   to	  pay	  milk	   suppliers,	   and	   lack	  of	  
confidence	   in	   the	   milk	   weighing	   and	   collection	   system	   is	   influencing	   farmer	   interest	   in	  
registering.	  	  	  
Low	   volume:	  milk	   suppliers	   have	   become	   inactive	  mainly	   because	   of	   unresponsive	   leadership	  
and	  mismanagement	  leading	  to	  loss	  of	  confidence,	  	  
Impact	   of	   past	   external	   interference:	   external	   interference	   in	   governance	   has	   adversely	  
influenced	  the	  sense	  of	  ownership	  by	  members.	  	  
Others:	  debt,	  price	  fluctuation,	  and	  unreliable	  transport.	  	  
External:	  	  
Processors	  not	  honouring	  terms	  of	  contract.	  	  
Political	  interference.	  
Poor	  road	  network,	  especially	  problematic	  during	  wet	  season.	  
Local	  political	  instability.	  
Ways	  Forward	   Build	   loyalty	   and	   confidence	   by	   providing	   the	   timely,	   affordable	   and	   accessible	   services	   that	  
farmers	   want,	   and	   by	   ensuring	   that	   benefitting	   members	   is	   at	   the	   centre	   of	   the	   company	  
strategy.	  	  
Ensure	   that	  members	   are	   benefitting	   from	  higher	   household	   incomes	   derived	   from	   increased	  
milk	  production.	  	  
Increase	  number	  of	  milk	  suppliers.	  
Pursue	  milk	   value	  addition	   (i.e.,	   become	  a	  processor)	   and	  market	  diversification	   (e.g.,	   explore	  
the	  market	  for	  chilled	  raw	  milk	  locally	  and	  in	  nearby	  towns).	  
Strengthen	  the	  professional	  image	  of	  the	  company	  by	  providing	  uniforms/protective	  clothing	  to	  
service	  providers.	  	  
Building	   on	   existing	   relationships	   and	   past	   collaboration	   with	   public	   sector	   organisations	   to	  
pursue	  feed	  and	  breed	  improvement	  and	  milk	  value	  addition.	  
	  
4.3. 	  Results	  from	  EADD	  Programme	  Level	  –	  Kenya	  
Analysis	  from	  EADD	  staff	  at	  cluster,	  national	  and	  regional	  levels	  were	  synthesized	  and	  the	  full	  interviews	  and	  
synthesis	  is	  located	  in	  Appendix	  7	  for	  Kenya	  and	  Uganda.	  	  
The	  narrative	  presented	  below	   includes	   a	   summary	  of	   the	   synthesis	   collapsed	  between	   the	   three	   staffing	  
levels.	  All	  perceptions	  in	  this	  section	  are	  drawn	  from	  programme	  level	  staff	  and	  include	  internal	  and	  external	  
factors	  affecting	  the	  support	  to	  the	  hubs.	  
Preconditions	   for	  Success:	  In	  Kenya	  the	  commitment	  of	  farmers,	  the	  quality	  and	  competence	  of	  the	  Board	  
and	   the	   quality	   of	   management	   and	   governance	   of	   the	   Board	   are	   some	   of	   the	   strongest	   pre	   conditions	  
leading	   to	   the	   success	  of	   the	  hubs.	   In	  addition	   farmers	   confidence	   in	   the	   transport/infrastructure	   for	  milk	  
collection	  appears	  to	  be	  one	  of	  the	  most	  important	  conditions	  that	  support	  the	  success	  of	  the	  hubs.	  Whilst	  
price	   is	   important,	   there	   appears	   to	   be	   a	   trade-­‐off	  with	   the	   attractiveness	   of	   the	   hub	   services	   offered	   to	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farmers	  to	  raise	  their	  productivity	  in	  terms	  of	  building	  on	  their	  loyalties	  with	  the	  hub.	  In	  addition	  the	  use	  of	  
check	   off	   for	   diverse	   activities	   such	   as	   payment	   of	   school	   fees	   and	   the	   competitiveness	   of	   the	   service	  
providers	  are	  important	  attributes	  to	  build	  farmer	  loyalty	  and	  encourage	  them	  to	  be	  active	  suppliers	  of	  milk	  
to	  the	  hubs.	  	  
Negative	  Factors:	  Perceptions	  that	  hawkers	  and	  traders	  were	  negative.	  There	  were	  also	  apparent	  trade-­‐offs	  
related	  to	  competing	  crop	  livelihoods	  such	  as	  tea	  with	  human	  factors	  such	  as	  loyalty.	  Climatic	  conditions	  in	  
the	  past	  year	  have	  been	  treacherous	  and	  poor	  prices	  and	  low	  negotiation	  capacities	  of	  farmers	  are	  perceived	  
negatively.	  
Opportunities	   to	   Strengthen	   the	  Hubs:	   In	   contrast	   to	  most	  markets	   for	   the	  poor	  development	   initiatives,	  
competition	  with	  traders	  (including	  hawkers	  and	  processors)	  appears	  to	  be	  prevalent	  in	  hubs	  without	  village	  
banks	  given	  farmers	  need	  to	  access	  instant	  cash	  and	  is	  perceived	  to	  be	  negative	  by	  EADD	  Staff,	  rather	  than	  
positive.	  	  It	  is	  in	  fact	  positive	  particularly	  from	  the	  farmers’	  experiences	  of	  multiplier	  effects	  emanating	  from	  
the	  hubs	  and	  the	  creation	  of	  diversified	  income	  streams.	  Increasing	  farmer	  productivity	  from	  5	  litres	  per	  cow	  
per	   day	   is	   important.	   This	   can	   be	   done	   through	   expanding	   the	   support	   to	   model	   farmers	   and	   with	   the	  
adoption	   of	   improved	   husbandry	   practices.	   Youth	   could	   be	   promoted	   to	   support	   the	   dairy	   efforts	   by	  
encouraging	   them	   in	   to	   becoming	   producers	   to	   supporting	   producers	   by	   getting	   involved	   in	   transporting	  
milk.	  
Solutions:	   Bringing	   services	   closer	   to	   the	   farmers	   and	   focusing	   on	   farmer	   training	   through	   active	  
management	  of	  active	  farmers	  is	  important.	  At	  the	  same	  time	  improving	  the	  production	  and	  quality	  of	  milk	  
are	  important	  to	  increase	  farmer	  productivity	  and	  profitability.	  Enhancing	  the	  hub	  infrastructure	  to	  provide	  
diverse	  services	  such	  as	  certified	  seeds,	  horticultural	  inputs,	  education,	  feeds,	  insurance	  instruments	  and	  as	  
a	  source	  of	  employment	  are	  all	  multipliers	  that	  could	  be	  encouraged	  to	  ensure	  the	  hub	  has	  a	  loyal	  and	  active	  
membership	   that	   utilizes	   the	   services	   that	   are	   most	   in	   demand	   regularly	   contributing	   to	   the	   hub’s	  
sustainability.	  
Constraints:	   There	   appeared	   to	   be	   a	   systematic	   lack	   of	   information	   that	   feeds	   into	   the	   strategic	   priority	  
setting	   for	  EADD,	  which	   is	  apparent	   in	   the	  narrow	  set	  of	   ideas	  that	  would	  help	  develop	  the	  hubs.	   It	   is	  not	  
apparent	   that	   information	   is	   flowing	   into	   strategic	   analysis	   or	   what	   the	   capacity	   is	   to	   be	   able	   to	   act	   on	  
information	   if	   it	   is	   available.	   The	   results	   presented	   in	   across	   the	   hubs	   section	   below	   illustrate	   that	   the	  
information	  at	  hub	  actor	  level	  and	  that	  at	  EADD	  staff	  level	  is	  dramatically	  different	  –	  suggesting	  that	  data	  is	  
not	  used	  systematically	  for	  performance	  tracking	  or	  improvement.	  	  
The	  financing	  model	  appears	  to	  have	  evolved	  with	  farmers	  contributing	  larger	  amounts	  to	  get	  loans	  to	  own	  
CPs.	  However,	  ensuring	  that	  hubs	  can	  fill	  the	  capacity	  of	  the	  chilling	  plants	  is	  important	  as	  is	  understanding	  
the	  factors	  limiting	  this	  e.g.	  drought	  or	  lack	  of	  availability	  of	  feeds.	  
An	  emphasis	   in	   the	  mind	  sets	  of	   the	  EADD	  staff	   is	   to	  prioritise	   learning	   from	  the	  high	  potential	  areas	  and	  
begin	  expansion	  in	  areas	  which	  may	  have	  less	  potential	  broadening	  out	  the	  understanding	  of	  the	  utilization	  
of	   farmer	   owned	   CPs	   in	   lower	   potential	   production	   areas	   or	   even	   learning	   from	  Uganda	   how	   to	   support	  
processor	  owned	  hubs	  or	  non	  CP	  hub	  models	  to	  scale	  the	  approach	  in	  Kenya.	  
4.4. Broad	  Implications	  of	  Findings	  related	  to	  Sector	  Overview	  -­‐	  Kenya	  
The	  findings	  from	  the	  hub	  and	  EADD	  Programme	  actors	   indicate	  that	  there	   is	  much	  emphasis	  on	  the	  trust	  
and	   loyalty	   that	   comes	   from	   good	   hub	  management	   and	   Board	   governance.	   Kenya	   has	   a	  maturing	   dairy	  
sector	  and	  the	  opportunities	  in	  the	  market	  are	  developing	  rapidly.	  There	  appears	  to	  be	  real	  value	  in	  ensuring	  
that	  hub	  managers	  and	  the	  Board	  can	  keep	  up	  to	  date	  with	  these	  changes	   in	  the	  market,	  and	  ensure	  that	  
they	   use	   their	   business	  metrics	   to	   track	   opportunities	   for	   improvement.	   The	   numbers	   of	   farmers	   actively	  
supplying	  milk,	  the	  yields	  per	  cow	  per	  day,	  the	  pricing	  are	  all	  areas	  where	  with	  data	  the	  hub	  management	  
can	  stay	  on	  top	  of	  the	  market.	  The	  country	  overview	  suggests	  that	  the	  public	  subsidy	  for	  AI	  led	  farmers	  into	  
a	  false	  sense	  of	  security	  and	  now	  they	  are	  finding	  it	  difficult	  to	  engage	  with	  AI	  providers	  as	  the	  services	  seem	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expensive,	  feeding	  appears	  to	  be	  a	  constant	  challenge	  and	  post	  harvest	  losses	  are	  still	  highest	  at	  farm	  level	  
due	  to	  spillage,	  lack	  of	  market	  access,	  spoilage	  and	  rejection	  due	  to	  low	  quality.	  	  
Milk	   consumption	   appears	   to	   be	   increasing	   and	   is	   higher	   in	   urban	   areas	   suggesting	   that	   processor	   route	  
alone	   is	   likely	   not	   to	   be	   the	   most	   profitable	   avenue	   for	   farmers	   to	   sell	   their	   milk	   but	   also	   to	   informal	  
hawkers.	   Per	   capita	   consumption	   is	   projected	   to	   increase	   three	   fold	   by	   2030	   and	  will	  most	   likely	   be	  met	  
through	   increased	   animal	   productivity	   accompanied	   by	   some	   increase	   in	   the	   number	   of	   dairy	   cows.	  
Approximately	   75%	   of	   traded	   milk	   is	   marketed	   informally	   which	   shows	   the	   potential	   growth	   from	   sales	  
through	  this	  avenue	  for	  farmers.	  There	  is	  good	  opportunity	  to	  allow	  farmers	  to	  become	  processors	  especially	  
where	   larger	   farmers	  could	  be	  supplied	  with	  milk	   from	  smaller	   farmers	  especially	   in	  areas	  where	   the	   four	  
main	   processors	   do	   not	   operate.	   So	   far	   the	   hub	   approach	   has	   been	   rolled	   out	   in	   high	   potential	   areas,	   it	  
would	  be	  very	  interesting	  to	  see	  what	  EADD	  and	  hub	  managers	  could	  learn	  about	  expanding	  the	  approach	  to	  
lower	   potential	   areas	   where	   infrastructure	   and	   transport	   may	   be	   more	   challenging	   and	   where	   a	   more	  
traditional	  market	  model	  may	  be	  suitable.	  
In	  comparing	  the	  data	  captured	  between	  hub	  level	  actors	  and	  EADD	  level	  staff	  in	  this	  study,	  there	  appeared	  
to	  be	  a	  disparity	  in	  the	  figures	  that	  were	  being	  used	  by	  both	  levels.	  This	  is	  discussed	  in	  detail	  in	  the	  cross	  hub	  
synthesis	  below.	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5. Results	  from	  Uganda	  
To	  help	  inform	  the	  study	  teams	  a	  literature	  review	  of	  the	  dairy	  sector	  context	  in	  Uganda	  was	  prepared.	  The	  
analysis	   was	   created	   from	   project	   documentation,	   supplemented	   with	   recent	   data	   and	   statistics	   to	  
understand	   the	  history	  and	  evolution	  of	   the	  dairy	   sector	  and	   recent	  developments	   in	   the	   sector	   that	  may	  
have	  a	  bearing	  on	  the	  future	  of	  the	  sector.	  	  
The	  results	  are	  presented	  in	  four	  sections	  for	  each	  country:	  
•	   Dairy	  Sector	  Overview	  by	  country	  
•	   Results	  from	  case	  studies	  presented	  by	  hub	  actors	  
•	   Results	  from	  interviews	  presented	  at	  programme	  level	  
•	   Broad	  implications	  at	  country	  sector	  level.	  
5.1. Dairy	  Sector	  Overview	  Uganda	  
Introduction	  
Since	  liberalisation	  policies	  in	  the	  Agricultural	  sector	  were	  enacted	  in	  Uganda	  in	  the	  1990s,	  the	  dairy	  sector	  
has	   responded	  positively,	  with	  both	  milk	  production	  and	  per	   capita	   consumption	   increasing	  over	   the	  past	  
decade.	  Whilst	   the	   bulk	   of	   this	  milk	   is	   sold	   in	   an	   unprocessed	   form	   through	   informal	  markets,	   the	   formal	  
dairy	   sector	   in	   Uganda	   is	   growing.	  Smallholder	   dairy	   farmers	   dominate	   milk	   production	   whilst	   other	   key	  
actors	   in	   the	   dairy	   value	   chain	   include:	   service	   and	   input	   providers,	   processors,	   retailers	   and	   consumers.	  
There	   are	   a	   number	   of	   factors	   that	   adversely	   affect	   productivity	   including	   a	   lack	   of	   access	   to	   extension	  
services,	  climatic	  conditions,	  disease	  and	  low	  consumer	  demand.	  
General	  Information	  
Uganda	  has	  a	  total	  land	  area	  of	  197,100	  km2,	  with	  123,120	  km2	  of	  agricultural	  land.	  The	  country	  has	  a	  varied	  
topography	  and	  tropical	  climate,	  with	  two	  rainy	  seasons	  (March	  to	  May	  and	  September	  to	  November).	  The	  
total	  population	  is	  approximately	  34	  M	  (2012),	  with	  roughly	  87%	  living	  in	  rural	  areas	  in	  2010.	  	  
Agriculture	  contributes	  approximately	  24%	  to	  Uganda’s	  GDP	   (2011	  GDP:	  USD	  47.78	  B	  PPP	  or	  USD	  17.15	  B	  
official	   exchange	   rate).	   The	   livestock	   sector	   contributes	   4.2%	   to	   Uganda’s	   GDP	   and	   13.1%	   to	   agricultural	  
GDP.	  Dairy	  alone	  contributes	  9%	  to	  agricultural	  GDP	  in	  Uganda.	  	  	  
Cattle	  Population	  and	  Distribution	  
Annual	  Ugandan	  milk	  production	  was	  1.6	  B	  L	  in	  2011,	  increasing	  from	  460	  M	  L	  in	  1990.	  	  The	  increase	  has	  
largely	   been	   due	   to	   growth	   in	   the	   cattle	   population,	   increased	   adoption	   of	   improved	   breeds	   and	   an	  
increase	  in	  the	  number	  of	  households	  involved	  in	  dairy	  farming	  activities.	  6	  
Uganda	  had	  a	  total	  cattle	  population	  of	  11.8	  M	  in	  2008.	  Indigenous	  cattle	  (mainly	  Ankole,	  Small	  East	  African	  
Zebu,	  Karamajong	  and	  intermediate	  types)	  constitute	  about	  93.6%	  of	  the	  national	  herd	  while	  improved	  dairy	  
breeds	  (exotics	  and	  crosses)	  constitute	  just	  6.4%.	  	  There	  has	  been	  good	  adoption	  of	  improved	  (exotic/cross-­‐
bred)	  cattle	  to	  replace	  indigenous	  breeds	  –	  with	  stocking	  rates	  of	  improved	  cattle	  in	  relation	  to	  indigenous	  
cattle	   increasing	   from	   14%	   in	   2005	   to	   21%	   in	   2009.	   Typically	   indigenous	   breeds	   produce	   yields	   of	  
approximately	   2-­‐3	   L	   per	   day	   compared	   to	   10-­‐15	   L	   per	   day	   from	   cross-­‐breeds.	   Milk	   production	   is	  
concentrated	  in	  the	  Western	  milk	  shed	  (Western	  47.6%;	  Central	  29.9%;	  Eastern	  15.8%	  and	  Northern	  6.8%).	  
Milk	  Production	  System	  
Smallholder	  farmers	  produce	  60-­‐80%	  of	  milk	  in	  Uganda,	  usually	  from	  an	  average	  of	  one	  to	  five	  cows	  per	  
farmer.	   	   There	   are	   a	  minority	   of	   commercial	   dairy	   farms	  with	   large	   herds	   of	   exotic	   dairy	   cows	   (Holstein-­‐
Friesian,	  in	  particular).	  Typical	  household	  milk	  production	  volumes	  are	  very	  low,	  making	  it	  difficult	  to	  achieve	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the	  quantities	  required	  for	  economically	  viable	  activities	  along	  the	  bulking	  and	  marketing	  chain.	  Key	  inputs	  at	  
production	  level	  include:	  feed,	  AI	  services	  and	  veterinary	  services.	  	  
Dairy	  farming	  systems	  range	  from	  zero	  and	  restricted	  grazing	  to	  extensive	  grazing	  of	  local	  zebus	  in	  Northern	  
and	  Eastern	  Uganda.	  Significant	  proportions	  of	  milk	  production	  come	  from	  zero-­‐grazing	  units	  that	  are	  suited	  
to	  farmers	  with	  small	  land	  holdings;	  a	  significant	  proportion	  of	  these	  farmers	  are	  women	  who	  keep	  1-­‐3	  dairy	  
cows	  in	  a	  stall.	  	  
Development	  of	  the	  dairy	  sector	  resulted	  in	  employment	  creation	  and	  income	  generation	  (employment	  and	  
income	  for	  approximately	  700,000	  dairy	  farming	  households	   in	  2009/10	  up	  from	  approximately	  600,000	  in	  
2005/6).	  
Dairy	  Cattle	  Breeding	  
Uganda’s	  dairy	  herd	  has	  a	  relatively	  poor	  genetic	  base	  due	  to	  years	  of	  inbreeding	  and	  the	  use	  of	  unproven	  
bulls.	  The	  government	  dominates	  as	  a	  source	  of	  artificial	  insemination	  (AI)	  services,	  with	  the	  dairy	  cattle	  
AI	  services	  based	  at	  the	  state	  controlled	  National	  Animal	  Genetic	  Resources	  Centre	  and	  Data	  Bank	  (NAGRC	  
&	   DB).	  The	  NAGRC	  &	  DB	   imports	   Friesian,	   Jersey	   and	  Guernsey	   semen	   free	   from	   the	   FAO	   Bovine	   Semen	  
Donation	   Scheme	   and	   also	  works	   in	   partnership	  with	   Heifer	   International	   (USA)	   and	   Send-­‐A-­‐Cow	   (UK)	   to	  
expand	  the	  dairy-­‐breeding	  programme	  countrywide.	  Private	  breeding	  firms	  like	  BRAC	  and	  World-­‐Wide	  Sires	  
also	  import	  semen	  and	  provide	  AI	  services.	  There	  is	  greater	  uptake	  of	  private	  AI	  services	  in	  distant	  regions	  
(Northern,	  Eastern,	  and	  Western)	  because	   there	   is	   less	  access	   to	  qualified	  government	  AI	   technicians	   in	  
these	  areas.	  
Dairy	  Cattle	  Feeding	  	  
Most	  dairy	  cows	  in	  Uganda	  produce	  well	  below	  their	  potential	  because	  their	  nutrient	  intake	  is	  insufficient	  
in	  both	  quantity	  and	  quality.	  Many	  smallholders	  feed	  their	  cows	  through	  open	  grazing,	  frequently	  without	  
any	   use	   of	   supplementary	   feed,	   which	   is	   very	   expensive.	   The	   main	   sources	   of	   supplementary	   feeds	   are	  
private	  entrepreneurs,	  NGOs	  and	  co-­‐operatives.	  
Milk	  Consumption	  
Average	   annual	   per	   capita	   milk	   consumption	   in	   Uganda	   was	   58	   L	   in	   2010	   (from	   16	   L	   in	   1986).	   Milk	  
consumption	  is	  highest	  in	  Central	  Uganda	  (63.9%)	  followed	  by	  Western	  (19%),	  Eastern	  (12.2%)	  and	  Northern	  
(5.1%)	  regions.	  The	  central	  region	  provides	  the	  biggest	  proportion	  (>60%)	  of	  the	  milk	  market	  while	  the	  bulk	  
of	  the	  traded	  surplus	  comes	  from	  the	  western	  region.	  	  
Regional	  milk	  markets	  are	  not	  well	  integrated	  meaning	  that	  farm	  gate	  milk	  prices	  are	  perpetually	  low	  in	  the	  
milk	  surplus	  Western	  region	  and	  high	  in	  the	  deficit	  regions	  (Eastern	  and	  Northern).	  
Most	  domestic	  consumption	  is	  of	  raw	  liquid	  milk.	  Health	  risks	  from	  raw	  milk	  consumption	  are	  countered	  by	  
the	  prevailing	  custom	  of	  boiling	  milk	  as	  well	  as	  emerging	  programmes	  to	  train	  and	  certify	  traditional	  players.	  
UHT	  milk	   is	   the	  main	   dairy	   product	   exported	   to	   regional	  markets	   including:	   Rwanda,	   Kenya,	   Tanzania	   DR	  
Congo,	   Southern	   Sudan	   and	  Mauritius.	  The	   well-­‐known	   processor,	   Sameer	   Agriculture	   and	   Livestock	   Ltd.	  
(SALL)	  also	  exports	  some	  milk	  in	  the	  form	  of	  powder.	  
Dairy	  Value	  Chain	  Actors	  
The	  value	  chain	  of	  both	  the	  formal	   and	   informal	  market	   is	   fragmented	  with	  a	   large	  number	  of	  players	  at	  
each	   level,	   and	   a	   low	   level	   of	   vertical	   integration.	   The	   raw	   milk	   market	   has	   gradually	   evolved	   from	   a	  
government-­‐controlled	   system	   to	   a	   more	   competitive	   sector	   in	   which	   the	   private	   sector	   plays	   an	  
increasingly	   active	   role.	   In	   addition	   to	   producers,	   other	   key	   value	   chain	   actors	   include:	   farm	   input	   and	  
equipment	   providers;	   raw	   milk	   traders;	   milk	   transporters;	   distributors;	   dairy	   ingredient	   dealers;	   milk	  
processors;	  retailers;	  and	  consumers.	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Milk	  Marketing	  Pathways	  
Approximately	  70%	  of	  milk	  produced	  in	  Uganda	  is	  marketed,	  while	  30%	  does	  not	  reach	  the	  market.	  Whilst	  
milk	  marketing	  occurs	   through	  formal	  and	   informal	  channels,	   the	  vast	  majority	  of	  marketed	  milk	   (80-­‐90%)	  
passes	  through	  informal	  channels.	  
In	  the	  formal	  value	  chain,	  milk	   is	   first	  transported	  to	  primary	  collection	  centres	  and	  to	  chilling	  and	  bulking	  
centres	  before	  being	  delivered	  to	  a	  processing	  facility.	  Once	  processed,	  agents	  or	  distributors	  deliver	  milk	  to	  
a	  point	  of	  sale.	  
The	   informal	   market	   connects	   producers	   to	   consumers	   through	   hawkers	   or	   brokers.	   Basic	   hygiene	  
standards	   vary	   and	   there	   is	   little	   testing	   to	   ascertain	   milk	   quality.	   There	   is	   little	   incentive	   for	   most	  
smallholders	  to	  supply	  the	  formal	  market	  as	  opposed	  to	  the	  informal	  market	  given	  the	  challenges	  about	  
working	   together	  and	  bulking	  milk	   (in	   field	  work	  conducted	  by	  EPRC	   from	  October	  2011-­‐	  February	  2012	  
poor	  price	  was	  one	  of	  the	  biggest	  constraints	  mentioned	  by	  dairy	  farmers).	  	  
Uganda	   has	   a	   relatively	   limited	   capacity	   for	   processing	   milk	   into	   value-­‐added	   products.	   The	   Ugandan	  
Economic	   Policy	   Research	  Centre	   (EPRC)	   reports	   that	  Ugandan	   processing	   plants	  were	   only	   operating	   at	  
46%	   of	   combined	   capacity	   (686,200	   L	   per	   day)	   in	   2012.	   There	   are	   over	   twenty	   processing	   companies	   in	  
Uganda,	  13	  of	  which	  are	  milk	  processing	  plants	  and	  mini	  dairies.	  Following	  privatisation,	  Sameer	  Agricultural	  
Livestock	   Limited	   (SALL)	   inherited	   the	   existing	   networks	   created	   by	   the	   government	   owned	   Dairy	  
Corporation.	   As	   a	   result	   SALL	   controls	   78%	   of	   the	   formal	   raw	   milk	   marketing	   channel,	   leaving	   other	  
processing	  companies	  with	  little	  incentive	  to	  invest	  in	  infrastructure	  for	  milk.	  	  
Government	  Support	  and	  Regulatory	  Environment	  
The	   Ugandan	   Dairy	   Development	   Authority	   (DDA)	   is	   a	   statutory	   body	   under	   the	   Ministry	   of	   Agriculture,	  
Animal	   Industry	  and	  Fisheries	   (MAAIF)	   that	  was	  created	  under	   the	  Dairy	   Industry	  Act	  of	  1998.	   	  The	  DDA’s	  
mandate	  is	  to	  develop	  and	  regulate	  the	  dairy	  industry	  in	  a	  sustainable	  manner	  and	  it	  traces	  its	  roots	  to	  the	  
Dairy	  Master	  Plan	  of	  1993.	  
5.2. Case	  Studies	  at	  Hub	  Level	  -­‐	  Uganda	  
5.2.1. Lugushulu,	  Uganda	  
Lugushulu	   is	   located	   in	   Sembabule	   District	   found	   in	   Central	   Uganda.	   The	   district	   is	   administered	   by	   the	   Sembabule	  
District	   Administration,	   with	   headquarters	   at	   Sembabule	   Town.	   Sembabule	   District	   is	   a	   rural	   district	   which	   receives	  
relatively	  low	  rainfall	  and	  has	  long	  dry	  spells.	  This	  greatly	  affects	  agriculture,	  but	  cattle	  keeping	  is	  not	  as	  much	  affected.	  
The	  district’s	  231,	  500	  estimated	  population	  (2010),	  has	  ranching	  and	  dairy	  farming	  as	  the	  mainstay.	  
5.2.1.1. Lugushulu	  Context	  and	  Background	  
HUB	  VARIANT	  
Processor-­‐owned	  chilling	  plant.	  
Practices	  milk	  bulking	  and	  chilling.	  
CONTEXT	  
Farmer’s	  livelihood	  options:	  in	  the	  hub	  catchment	  area	  include	  cash	  crops	  (coffee),	  cattle	  and	  milk	  sales,	  merchandise	  
trading	  and	  production	  of	  staples	  including	  beans,	  maize	  and	  banana.	  
Importance	  of	  dairy:	  farmers	  interviewed	  generally	  considered	  dairying	  more	  important	  than	  other	  livelihood	  options	  
and	  there	  is	  a	  culture	  of	  cattle	  keeping	  with	  cattle	  providing	  a	  more	  regular	  flow	  of	  income	  than	  agriculture.	  	  	  
Constraints	  to	  dairying:	  marketing,	  breeds,	  poor	  feed	  quality,	  seasonality/water	  availability,	  diseases	  and	  drug	  
availability.	  	  
Seasonality:	  the	  low	  season	  for	  milk	  production	  is	  Jan	  –	  April;	  the	  high	  season	  is	  May-­‐Dec.	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BACKGROUND	  
In	  2009	  three	  farmers	  started	  mobilizing	  others	  to	  form	  a	  dairy	  cooperative.	  They	  rented	  a	  venue	  and	  registered	  as	  the	  
Lugushulu	   Dairy	   Farmers	   Cooperative	   with	   30	   members,	   and	   an	   interim	   board	   of	   5	   elected	   to	   serve	   for	   one	   year.	  
Lacking	   collateral	   they	   were	   unsuccessful	   in	   obtaining	   a	   loan	   for	   a	   chilling	   plant	   through	   the	   Uganda	  Microfinance	  
Support	  Centre.	  	  	  
In	  December	  2010,	  the	  cooperative	  successfully	  applied	  to	  the	  Sameer	  milk	  processor	  for	  a	  chilling	  plant	  of	  3,000	  L.	  	  As	  
Sameer	  owns	  the	  chilling	  plant,	  the	  cooperative	  became	  contractually	  tied	  to	  sell	  their	  milk	  to	  this	  processor.	  When	  the	  
plant	  began	  operations	  the	  volume	  collected	  was	  200	  L/day.	  Towards	  the	  end	  of	  2010,	  the	  Board	  approached	  EADD,	  
who	  were	   already	   operating	   in	   nearby	  Nabitanga,	   for	   support.	   EADD	   responded	   by	   providing	   training	   and	   exchange	  
visits	  to	  farmers	  The	  number	  of	  members	  increased	  to	  91.	  	  
In	  2011	  a	  new	  board	  of	  six	  men	  and	  one	  woman	  was	  elected.	  Milk	  volume	  rose	  to	  4,000/L	  day,	  and	  another	  cooler	  of	  
2,000	  L	  was	  requested	  from	  Sameer.	  AI	  services	  were	  introduced	  by	  EADD.	  
In	  2012	   the	  Board	  realised	  that	  some	  members	  who	  travelled	  a	   long	  distance	  to	  supply	  milk	   to	   the	  cooperative,	  had	  
started	   selling	   milk	   to	   private	   traders.	   A	   request	   to	   Sameer	   for	   a	   third	   cooler	   was	   successful,	   leading	   to	   the	  
establishment	   of	   a	   satellite	   plant	   at	   Kyemenya,	   and	   milk	   volume	   increased	   further	   as	   a	   result.	   	   A	   qualified	   plant	  
manager	  was	  recruited,	  and	  Sameer	  trained	  three	  milk	  assistants	  on	  milk	  quality.	  	  
EADD	  support	  has	  included:	  	  
Financial	  support	  for	  extension	  services	  
Financial	  support	  for	  AI	  services;	  
Sponsorship	  for	  two	  people	  to	  attend	  AI	  training	  for	  a	  year.	  
Provision	  of	  AI	  technicians	  to	  provide	  services	  during	  Apr	  and	  May	  2012.	  	  
Training	  in	  recordkeeping	  and	  workshops	  for	  coop	  staff,	  board	  and	  committees	  	  
Provision	  of	  mobile	  phones	  and	  vet	  kit	  to	  AI/Extension	  provider	  
Linkages	  to	  service	  providers	  (Grameen,	  Private	  Sector	  Foundation	  Uganda,	  Cooper	  Uganda	  for	  drugs)	  
Other	  support:	  	  
Grameen	   Foundation	   provided	   loans	   for	   telephones	   loaded	  with	   general	   info	   on	   crop	   and	   livestock	   production	   and	  
prices	  to	  hub	  extension	  staff.	  
5.2.1.2. Lugushulu	  Current	  Situation	  
CURRENT	  SITUATION	  
General	  	  
Developments	  
Servicing	  and	  maintenance	  of	  the	  chilling	  plant	  is	  the	  responsibility	  of	  Sameer,	  with	  costs	  deducted	  
from	  the	  cooperative’s	  milk	  revenue.	  The	  initial	  monthly	  rent	  of	  UGX	  300,000	  for	  the	  main	  cooler	  was	  
reduced	  to	  UGX	  180,000.	  Lugushulu	  has	  deposited	  a	  security	  of	  5M	  for	  each	  cooler	  installed	  which	  can	  
be	  refunded	  in	  case	  either	  party	  terminates	  the	  contract.	  	  	  
Other	  buyers	  who	  would	  pay	  more	  than	  Sameer	  have	  approached	  the	  hub.	  	  	  
The	  Dairy	  Development	  Authority	  has	  promised	  to	  install	  chilling	  plants	  and	  generators	  with	  a	  market	  
value	  of	  UGX	  120	  M	  at	  a	  cost	  of	  UGX	  23	  M	  on	  the	  condition	  that	  the	  cooperative	  raises	  and	  banks	  UGX	  
15	  M.	  	  The	  cooperative	  is	  presently	  engaged	  in	  mobilising	  farmers	  to	  achieve	  this.	  
Membership	   Registered17:	  612	  (471	  M	  |	  96	  W	  |	  45	  Y)	  
Active:	  111	  (84	  M	  |	  17	  W	  |	  10	  Y)	  137	  (M/107;	  W/10;	  Y/20)	  
Shareholders:	  107	  (M/94;	  W/5;	  Y/8)	  (1-­‐2	  shares:	  70%	  |	  3-­‐4	  shares:	  28	  %	  	  |	  >4	  shares:	  2%)	  
Dynamics:	  	  
Registered:	  91	  in	  Oct	  2010	  
Registered,	  inactive:	  47	  in	  Oct	  2010	  
Unregistered	  but	  supply	  milk:	  30	  (at	  Kyemenya	  satellite)	  
Members	  but	  not	  shareholders:	  30	  (at	  Kyemenya	  satellite)	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
17	  Replaced	  the	  original	  figures	  provided	  by	  the	  hub	  manager	  with	  those	  from	  the	  Business	  Data	  spreadsheet.	  	  They	  do	  not	  agree.	  	  The	  spreadsheet	  
does	  not	  provide	  the	  number	  of	  shareholders,	  so	  have	  used	  the	  figures	  provided	  by	  the	  hub	  manager.	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Assets	   None	  as	  the	  cooperative	  leases	  a	  main	  chilling	  plant,	  two	  satellites	  and	  the	  generators	  from	  Sameer.	  	  
Capacity:	  	  
Main	  plant:	  2	  chillers	  of	  2,000	  and	  3,000	  L	  
Kyebando	  satellite:	  	  3,000	  L	  
Kyemenya	  Satellite:	  	  2,000	  L	  (established	  Sept	  2012)	  
Staffing	  	   7	  total	  including:	  
Manager	  
3	  milk	  assistants	  (1/chilling	  centre)	  	  
3	  cleaners	  (1/chilling	  centre)	  
Core	  Services	   Milk	  Marketing	  
AI	  	  
Agro-­‐vet:	  Costs	  are	  deducted	  from	  member’s	  milk	  supply	  payments	  (check-­‐off)	  
Animal	  health	  and	  management	  training,	  treatment	  and	  advice	  	  
Training	  (including	  production,	  quality,	  breeding,	  pasture	  management,	  disease	  control,	  governance)	  
Management	  
and	  
Governance	  
The	  board	  meets	  monthly	  and	  reports	  to	  the	  AGM.	  The	  manager	  implements	  decisions	  from	  board.	  
Sameer	  has	  no	  input	  on	  management	  or	  operational	  issues	  and	  is	  not	  represented	  at	  board	  meetings.	  	  	  
Some	  decisions	  made	  recently	  include:	  setting	  targets	  on	  milk	  volume	  for	  transporters/traders,	  the	  
decision	  to	  borrow	  money	  to	  pay	  off	  debts	  to	  farmers	  (board	  was	  persuaded	  by	  manager)	  and	  
establishing	  an	  incentive	  to	  buy	  shares	  (those	  with	  the	  highest	  number	  of	  shares	  at	  the	  end	  of	  the	  
year	  will	  be	  rewarded	  with	  a	  bicycle).	  The	  board	  is	  considering	  new	  policies	  recommended	  by	  the	  
manager,	  such	  as	  penalties	  for	  staff	  negligence.	  There	  is	  a	  finance	  committee	  of	  3,	  and	  an	  external	  
auditor	  checks	  the	  accounts	  every	  6	  mo.	  
Financial	  
Flows	  
Debts:	  	  
Pending	  debts	   to	   farmers	   for	  payments	   in	  arrears	  have	  been	  cleared	   through	   the	  use	  of	   short-­‐term	  
loans.	  	  The	  first	  loan	  taken	  on	  30	  Nov	  2012	  was	  repaid	  on	  10	  Dec	  (UGX	  4.3M	  paid	  with	  interest	  of	  UGX	  
280,000)	  The	  most	  recent	  loan	  consists	  of	  UGX	  6.5	  M).	  	  
Sources	  of	  income:	  
Registration	  fee:	  UGX	  10,000	  
Sale	  of	  shares	  to	  members:	  	  Maximum	  of	  30	  shares	  each	  @	  UGX	  20,000	  	  
Milk	  sales	  to	  processor	  at	  UGX	  375-­‐425,	  depending	  on	  season.	  This	  is	  contractually	  fixed.	  UGX	  80/L	  is	  
deducted	  from	  income	  to	  cover	  operational	  costs	  	  
Costs	  and	  Income:	  
Average	  monthly	  milk	  purchase	  costs	  (2012):	  UGX	  59,096,044.08	  
Average	  monthly	  milk	  transport	  costs	  (2012):	  UGX	  828,719	  	  
Average	  monthly	  milk	  sales	  (2012):	  UGX	  69,429,959	  
Average	  monthly	  milk	  revenue	  (2012):	  UGX	  9,505,196	  
18Operating	  costs	  (2012):	  Average	  of	  UGX	  6,501,462	  /	  mo	  of	  which	  UGX	  951,500	  is	  for	  staff	  salaries	  
Profitability	  (2012):	  Average	  of	  UGX	  3,003,734/mo	  
Average	  net	  profit	  margin	  for	  2012:	  4%	  (as	  	  %	  of	  sales)	  
Milk	  Flows	   Only	  morning	  milk	  is	  collected.	  	  
Some	  transporter/traders	  buy	  milk	  from	  farmers	  selling	  10-­‐20	  L/day	  and	  then	  supply	  this	  to	  the	  
cooperative.	  Pay	  cash,	  but	  at	  a	  lower	  price	  than	  the	  coop	  (UGX	  300-­‐350/L;	  with	  price	  depending	  on	  
distance	  from	  farm	  to	  the	  cooperative).	  Lugushulu	  pays	  these	  traders	  fortnightly	  	  
Other	  transporters	  serve	  farmers	  supplying	  hub	  50-­‐100	  L/day.	  These	  farmers	  pay	  transporters	  UGX	  
30,000	  fortnightly.	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
18	  Replaced	  the	  detailed	  recurrent	  costs	  provided	  by	  the	  manager	  with	  the	  information	  from	  the	  business	  data	  spreadsheet.	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Lugushulu	  pays	  transporters	  UGX	  20-­‐50/L.	  	  The	  cooperative	  pays	  a	  bonus	  for	  transporters	  who	  supply	  
more	  than	  300	  L/day	  to	  cooler.	  
The	  milk	  is	  collected	  by	  the	  processor	  
Volume:	  19Monthly	  volumes	  in	  2012	  varied	  between	  96,249	  and	  161,802	  L	  with	  an	  average	  of	  123,173	  
L.	  Daily	  averages	  of	  5,500	  L;	  rises	  to	  7-­‐8,000	  L	  during	  high	  season	  and	  drops	  to	  4-­‐5,000	  L	  during	  low.	  
Has	  risen	  to	  16,000	  L	  since	  the	  clearing	  of	  debts	  to	  farmers.	  	  
Average	  daily	  volume	  at	  the	  main	  and	  satellite	  coolers:	  	  
Lugushulu:	  2,500	  L	  
Kyemenya:	  1,500	  L	  
Kyebando:	  1000-­‐1500	  L	  
The	  hub	  catchment	  has	  a	  radius	  of	  30	  km	  and	  each	  of	  the	  3	  milk	  collection	  centres	  is	  about	  20	  km	  
apart.	  
5.2.1.3. Lugushulu	  Actor	  Perceptions	  
ACTOR	  PERCEPTIONS	  
Hub	  
Achievements	  
Two	  satellite	  centres	  established.	  
Registration	  has	  been	  decentralized	  and	  membership	  is	  gradually	  increasing.	  
The	  cooperative	  is	  accessing	  short-­‐term	  loans	  from	  FINCA	  microfinance.	  Clearing	  of	  debts	  has	  led	  to	  
an	   increase	   in	  milk	   supply	   (up	   to	  1800	  L	  daily)	   and	   from	   the	  additional	  milk	   sourced	   the	   coop	  can	  
make	  a	  profit	  of	  UGX	  64,000/day.	  
An	  incentive	  to	  buy	  shares	  was	  established	  (bicycle	  reward	  at	  end	  of	  year	  to	  those	  with	  most	  shares)	  
The	  coop	  fulfilled	  conditions	  for	  support	  from	  Dairy	  Development	  Authority	  for	  acquiring	  chillers	  and	  
generators.	  	  
The	  coop	   is	  pursuing	   relationship	  with	  Norbrook	  drug	  suppliers	   to	  solve	  agro-­‐vet	  stocking	  problem	  
(contract	  w/Sameer	  permits	  this).	  
When	  the	  second	  satellite	  chiller	  was	  added	  the	  coop	  successfully	  negotiated	  for	  a	  consumer	  friendly	  
Mueller	  chiller,	  but	  of	  2,000	  rather	  than	  3,000	  L	  capacity	  (The	  processor	  wanted	  a	  2000	  L	  Nikos).	  
Record	  keeping	  has	  been	  streamlined	  with	  assistance	  from	  the	  manager;	  through	  reconciliation	  the	  
cooperative	  recovered	  UGX	  22.7	  M	  in	  2011/12.	  	  
Management	  performance	  has	  improved	  in	  2012	  with	  the	  joining	  of	  milk	  assistants	  and	  manager;	  A	  
supervision	  committee	  trained	  by	  EADD	  has	  been	  established	  and	  are	  now	  performing	  as	  expected;	  
A	  finance	  committee	  was	  created	  in	  2012;	  teamwork	  has	  improved.	  	  
Milk	  spoilage	  has	  been	  reduced.	  This	  was	  rampant	  in	  the	  past	  due	  to	  lack	  of	  qualified	  manager	  and	  
milk	   assistants	   to	   check	   the	   milk	   delivered,	   ensure	   hygiene,	   ensure	   the	   chilling	   equipment	   and	  
generators	  are	  working;	  record	  daily	  deliveries	  and	  report	  to	  manager.	  	  	  
Chilling	  plant	  staff	  have	  been	  trained	  and	  are	  fully	  knowledgeable	  on	  operation	  of	  equipment;	  	  
A	  greater	  focus	  on	  customer	  care	  has	  been	  pursued;	  staff	  expected	  to	  arrive	  at	  the	  plant	  before	  the	  
earliest	  farmers	  who	  arrive	  at	  7:30.	  
More	  farmers	  have	  adopted	  dairy	  farming	  as	  a	  result	  of	  extension	  training.	  
Some	   farmers	   have	   increased	  milk	   production	   as	   a	   result	   of	   adopting	   practices	   such	   as	   improved	  
breeds;	  however	  adoption	  is	  slow.	  
Strengths	   Determination:	  The	  membership,	  board	  and	  manager	  are	  determined	  to	  succeed	  
Management	  and	  governance:	  	  Lugushulu	  has	  a	  committed	  board	  and	  a	  competent,	  qualified	  hub	  
manager.	  	  The	  board	  do	  volunteer	  work,	  are	  willing	  to	  learn	  and	  improve	  and	  are	  good	  team	  players.	  
Profitability	  
AI	  is	  working	  reasonably	  well.	  	  
Relationship	  with	  EADD:	  	  EADD	  reacts	  quickly	  to	  problems	  reported;	  arbitrates	  between	  the	  
cooperative	  and	  the	  processor.	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
19	  This	  is	  the	  volume	  stated	  in	  the	  business	  data	  spreadsheet,	  which	  seems	  to	  be	  for	  a	  single	  month.	  	  Dividing	  this	  by	  25	  gives	  4,605	  L/	  day,	  which	  is	  in	  
line	  with	  the	  average	  daily	  figures	  given	  by	  the	  manager	  for	  the	  low	  season.	  
EADD	  Project	  Evaluation	  Final	  Report	   	  
	  
Firetail	  Limited,	  3	  Dean	  Trench	  St,	  London,	  SW1P	  3HB	  
	  +44	  207	  148	  0910	  http://www.firetail.co.uk	  Registered	  in	  England	  &	  Wales	  05428065	  
	  
46	  
Hub	  Benefits	  
and	  Outcomes	  
Free	  AI	  service.	  
Access	  to	  milking	  equipment	  and	  cans.	  
Better	  animal	  health	  stemming	  from	  improved	  knowledge	  about	  causes	  of	  disease	  and	  access	  to	  
quality	  drugs.	  
Better	  milk	  prices	  and	  the	  fortnightly	  payments	  mean	  that	  farmers	  are	  able	  to	  save	  more	  money	  and	  
can	  access	  loans	  from	  some	  transporters.	  	  
Provision	  of	  cleaned	  milk	  cans	  to	  farmers	  is	  especially	  helpful	  to	  poorer	  farmers	  who	  cannot	  afford	  
cans	  and	  washing	  materials.	  	  
The	  hub	  and	  training	  provided	  by	  the	  hub	  makes	  it	  easier	  for	  service	  providers	  to	  access	  and	  work	  
with	  farmers.	  Farmers	  and	  service	  providers	  are	  more	  knowledgeable.	  
The	  hub	  has	  helped	  create	  a	  greater	  demand	  for	  services.	  
Service	  providers	  and	  transporters	  are	  earning	  more	  money	  and	  some	  have	  acquired	  motorbikes	  or	  
started	  other	  enterprises.	  
Service	  providers	  perceive	  opportunities	  for	  career	  growth	  and	  development.	  
Standard	  of	  living	  (e.g.,	  housing)	  has	  improved	  for	  some	  farmers	  as	  a	  result	  of	  increased	  earnings	  
from	  milk	  sales;	  There	  is	  more	  capacity	  to	  meet	  household	  expenses	  (school	  fees,	  medical	  expenses,	  
clothing);	  Some	  can	  now	  afford	  to	  educate	  children.	  
Dissatisfactions	  
and	  
Constraints	  
Why	  farmers	  don’t	  register:	  
Don’t	  see	  the	  benefits	  of	  registration;	  have	  little	  milk;	  registration	  fees	  must	  be	  paid	  all	  at	  once,	  
which	  is	  not	  feasible	  for	  some;	  promised	  benefits	  (high	  price	  for	  milk	  regardless	  of	  season,	  increased	  
capacity	  of	  nearest	  chilling	  plant	  which	  fills	  quickly)	  have	  not	  materialized.	  
Why	  farmers	  become	  inactive:	  
Delayed	  payments.	  	  
Milk	  price	  offered	  by	  the	  cooperative,	  while	  improved	  is	  still	  low	  compared	  to	  that	  of	  other	  buyers.	  
Dissatisfactions:	  
Agro-­‐vet	  is	  not	  well	  stocked;	  	  
Insufficient	  transparency	  related	  to	  80/L	  charge	  deducted	  from	  income	  to	  cover	  operational	  costs.	  
Lack	  of	  full	  time	  veterinary	  doctor	  at	  the	  hub	  to	  train	  farmers	  on	  animal	  health	  and	  provide	  advice.	  
Understaffing	  of	  chilling	  plants	  (only	  1	  staff	  at	  Kyemenya	  satellite).	  
Delayed	  payments	  from	  the	  cooperative	  or	  EADD	  to	  service	  providers.	  
Some	  informal	  traders	  have	  been	  pushed	  out	  of	  business.	  
Constraints:	  
Demotivation	  of	  farmers	  if	  AI	  fails.	  
Literacy	  is	  low	  among	  farmers	  and	  the	  concept	  of	  cooperative	  is	  new.	  
Resistance	  by	  some	  farmers	  to	  AI	  and	  improved	  pastures	  related	  to	  traditional	  beliefs	  and	  attitudes	  
towards	  cattle	  husbandry.	  
Service	  provider	  transport	  is	  problematic	  and	  the	  cooperative	  has	  limited	  capacity	  to	  provide	  support	  
for	  this.	  
Staff	  that	  represent	  different	  members	  of	  the	  consortium	  (within	  EADD)	  sometimes	  bring	  
contradictory	  advice	  to	  the	  hub	  operations.	  It	  is	  confusing	  and	  creates	  a	  lack	  of	  trust	  between	  the	  
actors.	  The	  conflicting	  advice	  can	  affect	  hub	  operations	  negatively.	  	  
Farmers	  with	  large	  herds	  poorly	  receive	  EADD	  emphasis	  on	  approaches	  such	  as	  zero	  grazing.	  
EADD	  has	  been	  using	  community	  extension	  workers,	  who	  they	  claim	  to	  have	  trained,	  but	  there	  is	  no	  
certified	  curriculum	  and	  time	  spent	  training	  insufficient	  to	  acquire	  the	  requisite	  knowledge.	  
A	  poor	  road	  especially	  during	  the	  rainy	  season	  affects	  timeliness	  of	  AI.	  
Main	  
Problems/	  
Challenges	  
Processor	  and	  market	  related:	  
The	  cooperative	  does	  not	  own	  the	  plant	  equipment	  and	  is	  exploited	  by	  the	  processor:	  
• The	  contract	  between	  Sameer	  and	  the	  cooperative	  strongly	  favours	  the	  processor.	  
• Milk	  price:	  determined	  by	  processor/non-­‐negotiable	  
• Transport	  truck	  delays/failure	  to	  collect	  milk	  (e.g.,	  chilling	  plants	  full	  but	  no	  truck	  available);	  	  
• Generator	  maintenance:	  dependent	  on	  Sameer;	  can	  take	  4	  weeks	  to	  repair,	  meaning	  temporary	  
closure;	  costs	  are	  high.	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• Delayed	  payments:	  can	  take	  a	  week	  or	  more,	  leading	  farmers	  sell	  to	  alternative	  buyers,	  leading	  
to	  drops	  in	  volume	  at	  Lugushulu.	  	  
• Agro-­‐vet	  provided	  by	  processor	  and	  paid	  on	  instalment	  basis;	  bring	  in	  insufficient	  quantity	  of	  
stock.	  
• Dishonest	  treatment	  of	  coop:	  	  Sameer	  has	  used	  false	  allegations	  of	  adulterated	  milk	  to	  deduct	  
payment	  (has	  been	  resolved)	  
Stiff	  competition	  from	  private	  traders	  
Management/governance-­‐related:	  	  
The	  cooperative	  has	  experienced	  challenges	  in	  coordination	  and	  management	  of	  the	  workforce.	  
Some	  cases	  of	  negligence;	  Illiteracy	  of	  staff	  has	  affected	  quality	  of	  recordkeeping.	  	  
Only	  4	  of	  7	  board	  members	  are	  active	  and	  only	  3	  are	  literate	  and	  educated.	  While	  the	  board	  is	  
committed,	  board	  performance	  is	  not	  always	  satisfactory.	  The	  board	  takes	  a	  long	  time	  to	  make	  and	  
implement	  decisions	  resulting	  in	  overload	  for	  hub	  manager.	  
The	  coop	  lacks	  transport	  for	  use	  by	  staff	  to	  visit	  and	  train	  farmers	  and	  by	  board	  members	  who	  live	  
far	  (20	  kms)	  from	  the	  hub	  to	  travel	  to	  meetings.	  
Political	  interference:	  
Sabotage	  of	  operations	  by	  politicians	  who	  do	  not	  like	  organised	  groups.	  	  Divided	  Lugushulu	  by	  
supplying	  some	  coolers	  to	  individuals,	  leading	  to	  reduced	  quantity	  of	  milk	  collected.	  (Additional	  
information:	  3	  coolers	  were	  made	  available	  to	  interested	  parties	  through	  a	  tender	  process	  carried	  
out	  by	  Lugushulu	  sub-­‐county	  government	  through	  the	  District	  Administrative	  Officer).	  
EADD-­‐related:	  
EADD	  has	  been	  working	  directly	  with	  farmers	  without	  involving	  district	  leadership.	  
Turnover	  of	  EADD	  staff	  and	  field	  extension	  workers.	  
External	  factors:	  	  
Poor	  roads	  are	  problematic	  particularly	  during	  the	  rainy	  season.	  
Way	  Forward	   Achieve	  ownership	  of	  venues,	  coolers	  and	  generators	  to	  increase	  negotiating	  power.	  
Diversify	  market	  (sales	  outlets)	  and	  milk	  transporters.	  
Provide	  incentives	  to	  farmers	  to	  join	  and	  to	  reduce	  volume	  of	  milk	  going	  to	  private	  buyers	  (e.g.,	  milk	  
cans,	  drugs	  and	  animal	  salt	  on	  loan,	  training,	  study	  tours).	  	  
Enhance	  profits	  by	  increasing	  milk	  production	  while	  reducing	  spoilage.	  
Add	  the	  village	  bank	  (SACCO)	  to	  services.	  
Increase	  training	  and	  capacity	  building	  to	  famers	  especially	  on	  managing	  cross-­‐breed	  cows	  in	  order	  
to	  enhance	  productivity.	  
EADD	  to	  support	  and	  strengthen	  other	  processors	  to	  free	  dairy	  market	  from	  monopoly.	  
Involve	  district	  leadership	  on	  livestock	  production	  systems	  (Vets,	  NAADS,	  Extension	  workers)	  before	  
going	  to	  farmers.	  
Improve	  services	  (timeliness	  of	  AI,	  adequacy	  of	  drug	  stock	  at	  agro-­‐vet).	  
5.2.2. Nabitanga,	  Uganda	  
Nabitanga	  hub	  is	  located	  in	  Sembabule	  District	  in	  the	  south-­‐western	  dry	  rangelands	  of	  Uganda.	  Up	  to	  70%	  of	  
the	  population	   is	   engaged	   in	   livestock	  production.	   The	  hub	   catchment	  area	   covers	  Ntuusi	   and	   Lwemiyaga	  
sub	   counties	   of	   the	   Sembabule	   district	   and	   Kasagama	   and	   Kinoni	   of	   the	   neighbouring	   Lyantonde	   and	  
Kiruhura	  districts.	  The	  area	  has	  8,296	  households	  with	  an	  average	  holding	  of	  5	  persons.	  	  
5.2.2.1. Nabitanga	  Context	  and	  Background	  
HUB	  VARIANT	  
Farmer-­‐owned	  CP.	  
Practices	  milk	  bulking	  and	  chilling.	  
CONTEXT	  
Nabitanga	  is	  located	  in	  Ntuusi	  Sub-­‐County,	  Sembabule	  District	  in	  the	  western	  part	  of	  the	  central	  region	  of	  Uganda.	  It	  is	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a	   traditional	   pastoralist	   area	   where	   extensive	   cattle	   production	   systems	   dominate	   and	   large	   numbers	   of	   cattle	   are	  
typically	  owned	  (150/household	  on	  average).	  Crop	  farming	  is	  also	  practiced	  with	  cassava,	  beans	  and	  bananas	  the	  most	  
common	  crops.	  	  In	  the	  culture	  of	  this	  area,	  the	  norm	  is	  that	  men	  control	  money.	  	  	  	  
BACKGROUND	  
Establishment:	  	  
Before	  the	  formation	  of	  the	  Nabitanga	  cooperative	  pastoralists	  in	  the	  area	  had	  a	  lot	  of	  milk,	  but	  there	  was	  nowhere	  to	  
sell	  it.	  Lacking	  cash,	  they	  could	  not	  afford	  to	  pay	  children’s	  school	  fees,	  buy	  clothing	  or	  access	  medical	  services.	  	  
Between	  2002	  and	  2004	  a	  group	  of	  7	  farmers	  identified	  a	  buyer	  for	  their	  bulked	  milk,	  but	  the	  relationship	  failed	  due	  to	  
irregular	  payment.	  At	  that	  time	  the	  price	  of	  milk	  ranged	  from	  UGX	  80	  to	  150/L.	  
Nabitanga	  was	  registered	  as	  a	  Dairy	  Farmers’	  Cooperative	  Society	  Limited	  in	  2006.	  Membership	  cost	  UGX	  15,000.	  	  
In	  2007	  the	  group,	  which	  had	  grown	  to	  37,	  held	  discussions	  with	  EADD	  leading	  to	  the	  appointment	  of	  a	  board.	  	  
In	  2008,	  EADD	  began	  supporting	  the	  group	  through	  study	  tours,	  exchange	  visits	  and	  capacity	  building.	  Further,	  EADD	  
requested	  the	  cooperative	  to	  mobilise	  2,000	  farmers	  so	  that	  Nabitanga	  could	  be	  considered	  for	  a	  chilling	  plant.	  Farmers	  
were	  expected	  to	  raise	  10%	  of	  UGX	  213	  M,	  the	  cost	  of	  a	  chilling	  plant,	  with	  30%	  provided	  by	  EADD	  as	  an	  interest	  free	  
loan,	  and	  60%	  to	  be	  borrowed	  from	  commercial	  bank	  with	  the	  loan	  guaranteed	  by	  EADD.	  
Although	  they	  did	  not	  meet	  the	  membership	  requirement,	  after	  the	  group	  raised	  the	  10%,	  EADD	  provided	  the	  chilling	  
plant	  in	  June	  2010.	  	  
The	  6,000	  L	  plant	  was	  installed	  in	  a	  rented	  building	  at	  Nabitanga	  centre.	  The	  Nabitanga	  Board	  then	  signed	  contract	  with	  
Sameer	   for	   the	   purchase	   of	   their	   milk.	   The	   collection	   on	   the	   first	   day	   was	   1,800	   L,	   and	   has	   increased	   to	   6,000	   L	  
presently.	  
Board	  members	  are	  elected	  every	  two	  years.	  A	  member	  may	  be	  re-­‐elected	  for	  second	  two-­‐year	  term.	  The	  elections	  are	  
held	  through	  the	  Annual	  General	  Meeting.	  	  
Support	  by	  EADD:	  	  
In	  addition	  to	  EADD’s	  contribution	  of	  30%	  of	  start-­‐up	  costs	  as	  an	  interest	  free	  loan	  and	  acting	  as	  guarantor	  so	  that	  the	  
cooperative	  could	  borrow	  remaining	  60%.	  Commercially,	  EADD	  has	  also	  provided:	  
• Business	  advisory	  services.	  
• Training	  for	  the	  hub	  manager	  and	  board,	  extension	  staff	  and	  farmers,	  including	  exchange	  visits.	  
• Vet	  kits.	  
• Financial	  support	  for	  salaries	  of	  extension	  staff	  (through	  the	  EADD	  partner,	  Vi	  agroforestry).	  	  
• Equipment	  for	  AI.	  
• EADD	  staff	  support	  the	  cooperative	  in	  planning	  and	  management.	  
• Supervision	  and	  monitoring	  of	  calf	  and	  cow	  registration	  and	  AI	  performance	  in	  the	  area	  through	  the	  EADD	  partner,	  
Sembabule	  District	  Farmer’s	  Association	  (SEDFA).	  EADD	  provides	  SDFA	  with	  funds	  to	  pay	  for	  AI	  services	  rendered	  to	  
members	  and	  trains	  SEDFA	  AI	  technicians.	  The	  key	  area	  monitored	  is	  AI	  synchronization.	  
5.2.2.2. Nabitanga	  Current	  Situation	  
CURRENT	  SITUATION	  
General	  
Developments	  	  
Plant	  location:	  	  
The	  location	  of	  the	  chilling	  plant	  has	  proved	  unsuitable	  due	  to	  its	  proximity	  to	  a	  main	  road	  running	  
through	  the	  middle	  of	  the	  trading	  centre.	  Dust	  arising	  when	  vehicles	  pass	  poses	  a	  contamination	  
threat	  to	  the	  milk.	  This	  prompted	  the	  cooperative	  to	  buy	  2	  acres	  of	  land	  consisting	  of	  a	  0.5	  acre	  plot	  
next	  to	  Nabitanga	  Primary	  School.	  Construction	  of	  a	  building	  to	  house	  the	  chilling	  plant	  was	  on	  going	  
at	  the	  time	  of	  the	  fieldwork	  for	  this	  study.	  
Services:	  	  
Besides	  bulking,	  chilling	  and	  marketing	  of	  milk	  to	  Sameer,	  the	  cooperative	  has	  also	  introduced	  other	  
related	  services	  to	  members	  such	  as	  an	  Agrovet	  shop	  and	  access	  to	  loans.	  However,	  due	  largely	  to	  
cash	  flow	  difficulties,	  loan	  services	  have	  been	  temporarily	  suspended	  and	  the	  Agrovet	  shop	  is	  poorly	  
stocked.	  
Membership	  decrease:	  	  
During	  2012,	  Nabitanga	  was	  weakened	  due	  to	  a	  drop	  in	  membership.	  This	  development	  is	  largely	  due	  
the	  formation	  of	  a	  splinter	  group.	  The	  group	  formed	  after	  Nabitanga	  made	  a	  request	  to	  Sameer	  to	  
help	  them	  establish	  a	  satellite	  chiller	  5	  km	  away	  from	  the	  main	  plant.	  Sameer	  formed	  the	  Bugorogoro	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group	  and	  issued	  it	  with	  a	  chilling	  plant	  of	  2,000	  L,	  and	  with	  it	  went	  with	  about	  300	  members.	  The	  
processor	  also	  organized	  a	  group	  at	  Kamoshe,	  located	  7	  km	  away	  and	  provided	  this	  group	  with	  a	  
plant	  of	  similar	  capacity,	  again	  after	  Nabitanga	  had	  made	  similar	  request	  for	  a	  satellite	  facility	  from	  
the	  processor.	  Furthermore,	  in	  Kasagama,	  which	  is	  about	  8	  km	  from	  Nabitanga,	  the	  government	  
issued	  2	  coolers	  -­‐	  each	  with	  capacities	  of	  3,000	  and	  6,000	  L	  respectively.	  Some	  of	  the	  farmers	  from	  
this	  area	  were	  members	  of	  Nabitanga.	  
Gender	  relations:	  	  	  
The	  board	  is	  composed	  of	  7	  men	  and	  2	  women.	  The	  DBFA	  has	  encouraged	  an	  arrangement	  in	  which	  
the	  morning	  milk	  belongs	  to	  the	  male	  head	  of	  the	  household	  and	  the	  evening	  milk	  belongs	  to	  his	  
wife.	  Women	  are	  participating	  actively	  in	  the	  DBFA’s	  activities	  and	  one	  of	  top	  three	  milk	  suppliers	  is	  
a	  woman.	  	  	  
Membership	   20Membership	  at	  the	  time	  of	  the	  cooperative’s	  registration	  was	  37.	  
Registered	  Farmers:	  	  627	  (596	  M	  |	  20	  W	  |	  11	  Y)	  
Active	  Farmers:	  652	  (413	  M	  |	  182	  W	  |	  57	  Y)	  
A	  group	  of	  300	  members	  broke	  away	  and	  set	  up	  the	  Bugorogoro	  chilling	  plant,	  located	  about	  5	  km	  
from	  Nabitanga.	  	  
The	  current	  membership	  fee	  of	  UGX	  20,000	  is	  a	  one-­‐time	  non-­‐refundable	  payment.	  
Shares	  cost	  UGX	  10,000.	  	  The	  minimum	  purchase	  is	  2	  shares.	  Members	  may	  buy	  as	  many	  as	  they	  
wish,	  up	  to	  75%	  of	  the	  total	  shares	  
Assets	   Owned	  by	  the	  cooperative:	  
A	  main	  cooler	  of	  6,000	  L	  	  
2	  acres	  including	  0.5	  acres	  of	  land	  where	  the	  cooperative	  premises	  are	  being	  constructed.	  
Others:	  	  
A	  satellite	  of	  3,000	  L	  provided	  by	  Sameer.	  The	  satellite	  is	  primarily	  used	  to	  store	  milk	  overflow	  
whenever	  Sameer	  fails	  to	  collect	  milk.	  	  
Financial	  arrangements	  between	  Sameer	  and	  Nabitanga	  related	  to	  the	  satellite	  are	  unknown.	  
Staffing	  	   Total	  of	  821	  staff	  including:	  
Chilling	  plant	  manager,	  diploma	  in	  dairy	  technology	  and	  food	  science.	  	  
Milk	  Quality	  Officer,	  certificate	  in	  tropical	  agriculture	  and	  animal	  husbandry	  practices.	  	  
Extension	  service	  officer,	  diploma	  in	  animal	  insemination.	  	  
Trainer	  and	  community	  Animal	  health	  provider,	  diploma	  in	  animal	  production.	  	  
Trainer,	  diploma	  in	  animal	  production.	  
Trainer	  and	  Inseminator,	  certificate	  in	  tropical	  agriculture.	  	  
General	  hand.	  
Security	  person.	  
Core	  Services	   Core:	  
AI	  services	  
Agro-­‐vet	  (feeds	  and	  drugs-­‐	  but	  the	  drug	  shop	  is	  currently	  poorly	  stocked)	  
Extension	  services	  (Feeds,	  milk	  quality,	  animal	  health,	  farm	  structures,	  land	  use	  and	  planning)	  
Check-­‐off	  system	  is	  in	  place	  for	  services.	  The	  funds	  are	  deducted	  after	  2	  weeks	  upon	  receipt	  of	  
payment	  from	  the	  processor.	  
Loans:	  but	  this	  service	  is	  temporally	  not	  provided	  due	  to	  cash	  flow	  problems.	  
Training:	  feeds,	  quality	  milk	  production,	  animal	  diseases	  and	  control	  and	  treatment,	  sensitization	  of	  
farmers	  on	  benefits	  of	  cooperative	  association	  and	  how	  to	  maximize	  them.	  
Land	  use	  and	  planning	  especially	  on	  dairy	  farm	  practices.	  
	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
20	  Information	  is	  from	  the	  business	  data	  spreadsheet.	  	  If	  the	  300	  members	  who	  broke	  away	  are	  added	  to	  the	  total	  number	  of	  farmers	  then	  the	  figures	  
come	  close	  to	  the	  991	  members	  reported	  by	  the	  hub	  manager.	  NOTE:	  The	  spreadsheet	  does	  not	  provide	  shareholder	  numbers.	  	  
21	  Business	  data	  spreadsheet	  reports	  5	  staff	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Other	  services:	  
Transportation	  of	  milk	  to	  the	  chilling	  plant	  is	  privately	  arranged	  between	  the	  farmers	  and	  the	  
transporters.	  
Management	  
and	  
Governance	  
Board:	  	  
The	  board	  develops	  work	  plans	  and	  budgets,	  manage	  the	  cooperative’s	  finances,	  and	  identify	  new	  
opportunities.	  	  
Finance	  committee:	  	  
The	  finance	  committee	  is	  responsible	  for	  providing	  small	  loans	  to	  members	  with	  payments	  deducted	  
the	  farmer’s	  account	  for	  milk	  supplied.	  The	  manager	  and	  the	  treasurer	  of	  the	  board	  and	  a	  member	  
representative	  handle	  the	  accounts.	  
Manager:	  	  
The	  primary	  role	  of	  the	  manager	  is	  marketing,	  quality	  control	  and	  record	  keeping.	  
Financial	  Flows	   Sources	  of	  income:	  
UGX	  375/L	  of	  milk	  paid	  by	  Sameer	  with	  80/L	  deducted	  by	  the	  cooperative	  to	  cover	  operational	  costs.	  	  
Membership	  fees	  (UGX	  20,000)	  
Shares	  (UGX	  10,000/share).	  	  	  
Profits	  from	  loan	  interest	  (3%)	  and	  commissions	  (3%)	  per	  month.	  	  
Debts:	  
22Nabitanga	  cooperative	  has	  an	  outstanding	  loan	  of	  UGX	  183	  M	  owed	  to	  EADD.	  The	  cooperative	  is	  
paying	  the	  loan	  at	  the	  rate	  of	  UGX	  2.5	  M/mo	  
Costs	  and	  Income:	  
Average	  monthly	  milk	  purchase	  costs	  (2012):	  UGX	  	  83,065,696	  
Average	  monthly	  milk	  transport	  costs	  (2012):	  UGX	  	  647,931	  
Average	  monthly	  milk	  sales	  (2012):	  UGX	  97,554,284	  
Average	  monthly	  milk	  revenue	  (2012)	  :	  UGX	  13,840,657	  
Other	  Operational	  costs	  (2012):	  The	  monthly	  average	  is	  UGX	  7,446,339	  including	  	  UGX	  1,260,000	  for	  
staff	  salaries	  
Other	  costs	  (2012):	  UGX	  29,500	  (Depreciation)	  
Profitability	  (2012):	  	  Average	  of	  UGX	  	  6,364,818	  /mo	  
Average	  net	  profit	  margin	  for	  2012:	  7%	  (as	  %	  of	  milk	  sales)	  
Milk	  Flows	   Milk	  is	  sourced	  from	  registered	  and	  non-­‐registered	  farmers	  and	  is	  transported	  to	  the	  chilling	  plant	  
mainly	  using	  motorbikes.	  Bicycles	  are	  also	  used,	  although	  by	  few	  farmers.	  The	  quality	  of	  the	  milk	  
supplied	  is	  checked	  and	  recorded	  before	  Sameer	  chills	  it	  for	  collection.	  	  
Currently,	  Nabitanga	  receives	  and	  bulk	  5,000-­‐6,000	  L/day,	  which	  drops	  to	  about	  4,000	  L/day	  during	  
the	  dry	  season.	  	  23In	  2012	  monthly	  volumes	  varied	  from	  130,487	  to	  208,640	  L	  with	  an	  average	  of	  
147,040	  L.	  	  
5.2.2.3. Nabitanga	  Actor	  Perceptions	  
ACTOR	  PERCEPTIONS	  
Achievements	   Investing	  in	  assets:	  purchased	  2	  acres	  of	  land	  	  
The	  cooperative	  is	  constructing	  a	  building	  to	  house	  the	  chilling	  plant	  without	  depending	  on	  external	  
support.	  The	  construction	  is	  mainly	  funded	  by	  the	  UGX	  80/L	  deducted	  from	  payments	  from	  Sameer.	  
Improved	  quality	  of	  milk	  through	  use	  of	  milk	  cans.	  Transportation	  of	  milk	  in	  plastic	  containers	  is	  no	  
longer	  allowed.	  	  
Transportation	  of	  milk	  is	  gradually	  improving	  from	  non-­‐motorized	  to	  use	  of	  motorbikes.	  
Milk	  volumes	  have	  steadily	  increased.	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
22	  Debt	  reported	  in	  the	  business	  data	  spreadsheet	  is	  UGX	  15,553,700.	  	  Not	  clear	  whether	  this	  is	  the	  remaining	  debt	  after	  some	  repayment	  
23	  Consistent	  between	  data	  spreadsheets	  and	  dairy	  hub	  manager	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There	  has	  been	  some	  improvement	  in	  milk	  quantity	  and	  quality	  as	  a	  result	  of	  1)	  training	  by	  the	  
extension	  department;	  2)	  herd	  and	  pasture	  improvement;	  and	  3)	  improvements	  in	  animal	  health	  
Assured	  payments	  for	  milk	  translating	  to	  improved	  income	  for	  milk	  suppliers.	  	  
Farmers	  have	  a	  strong	  voice	  in	  the	  cooperative.	  They	  channel	  their	  views	  through	  the	  board.	  
Through	  the	  cooperative’s	  activities,	  other	  stakeholders	  have	  come	  on	  board,	  for	  example	  Cooper	  
Uganda	  that	  provided	  zero	  fly	  nets	  to	  farmers	  at	  a	  low	  price,	  contributing	  to	  improved	  milk	  hygiene.	  
Strengths	   Committed	  board	  and	  competent	  manager.	  
Importance	  of	  dairying	  in	  the	  area.	  Farmers	  consider	  dairying	  more	  important	  than	  agriculture	  and	  a	  
more	  reliable	  source	  of	  income.	  	  
Strong	  culture	  of	  cattle	  keeping	  
Potential	  of	  increasing	  milk	  volume	  up	  to	  20,000	  L	  per	  day	  on	  completion	  of	  the	  premises	  and	  after	  
payment	  of	  their	  loans.	  	  Management	  is	  committed	  to	  undertake	  vigorous	  campaigns	  geared	  
towards	  increased	  productivity.	  
The	  cooperative	  is	  successfully	  funding	  the	  construction	  of	  a	  building	  to	  house	  the	  main	  chilling	  
plant.	  
Large	  number	  of	  cattle	  per	  household.	  
Benefits	  and	  
Outcomes	  
Transition	  from	  traditional	  to	  more	  modern	  dairying.	  	  
Upgrading	  of	  cows,	  mainly	  through	  bull	  selection.	  
Increase	  in	  enrolment	  in	  school.	  Farmers	  are	  able	  to	  pay	  for	  school	  fees	  [this	  was	  confirmed	  by	  the	  
school	  head	  teacher]	  
Up	  to	  20	  members	  who	  were	  previously	  using	  bicycles,	  have	  bought	  motorbikes	  for	  transporting	  
their	  milk.	  
Employment	  creation:	  The	  establishment	  of	  the	  chilling	  plant	  has	  stimulated	  growth	  of	  the	  trading	  
centre:	  bicycle	  repair	  businesses,	  shopkeepers,	  hotels	  etc.	  have	  been	  started	  up,	  directly	  supported	  
by	  the	  money	  circulating	  from	  the	  dairy.	  
Dissatisfactions	  	   The	  infant-­‐stage	  cooperative	  is	  not	  yet	  providing	  a	  satisfactory	  range	  of	  reliable	  and	  accessible	  
services.	  	  
Poorly	  stocked	  agro-­‐vet	  shop;	  farmers	  are	  not	  getting	  the	  products	  they	  need;	  There	  has	  been	  a	  
tussle	  concerning	  the	  ownership	  of	  the	  drug	  business	  among	  the	  7	  founding/board	  members.	  One	  of	  
them	  wants	  to	  take	  up	  the	  ownership	  of	  the	  store	  but	  the	  others	  are	  opposed	  to	  this.	  
Farmers	  don’t	  consistently	  pay	  as	  agreed	  when	  provided	  with	  advances.	  	  
Non-­‐collection	  of	  milk	  by	  processor	  on	  some	  days	  and	  abrupt	  changes	  in	  prices.	  
Incidences	  of	  milk	  spoilage	  (sometimes	  the	  processor	  calls	  after	  a	  day	  or	  two	  to	  report	  on	  spoilage	  of	  
milk	  already	  collected	  in	  good	  condition	  from	  the	  chilling	  plant.	  According	  to	  the	  contract	  the	  quality	  
of	  milk	  is	  ascertained	  only	  at	  their	  plant	  in	  Kampala]	  
Members	  continuously	  inquire	  whether	  or	  not	  the	  chilling	  plant	  was	  given	  freely	  or	  sold.	  
Lack	  of	  instant	  cash	  for	  subsistence.	  
Problems	  related	  to	  the	  separation	  of	  the	  duties	  of	  the	  board	  and	  management	  
Some	  inactive	  farmers	  had	  expected	  to	  be	  given	  quality	  breeds	  of	  cows.	  
The	  SACCO	  has	  not	  been	  introduced	  as	  promised	  
The	  time	  limit	  of	  9	  am	  is	  too	  early	  for	  farmers	  who	  bring	  milk	  from	  some	  distance	  and	  have	  few	  
workers	  to	  carry	  out	  milking.	  
The	  establishment	  of	  the	  cooperative	  has	  resulted	  in	  large	  volumes	  of	  milk	  being	  sold.	  Traditionally,	  
women	  turned	  milk	  accumulating	  at	  home	  into	  ghee.	  Diversion	  of	  milk	  from	  being	  used	  by	  women	  to	  
the	  cooperative	  could	  lead	  to	  disenchantments.	  
Problems/	  
Challenges	  
Market	  related:	  	  
Unfair	  contractual	  arrangements:	  According	  to	  the	  contract,	  the	  price	  paid	  for	  milk	  would	  not	  change	  
even	  if	  farmers	  acquired	  their	  own	  transport.	  
Processor	  monopoly/single	  market	  for	  milk.	  The	  cooperative	  has	  alternative	  buyer	  for	  its	  milk.	  
Milk	  competition	  from	  informal	  traders	  who	  provide	  cash	  payments.	  
Operational:	  
Supply	  of	  semen:	  	  Once	  the	  stock	  is	  depleted	  it	  can	  take	  up	  to	  6	  months	  to	  access	  more.	  	  Semen	  is	  
supplied	  by	  an	  identified	  service	  provider	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Lack	  of	  transport	  facilities	  to	  collect	  milk	  from	  the	  farmers	  and	  bring	  it	  to	  Sameer	  in	  Kampala.	  	  
High	  loan	  obligations	  and	  difficulty	  servicing	  debt.	  The	  cooperative	  still	  has	  60%	  of	  the	  EADD	  loan	  to	  
settle.	  
Member	  related:	  
Lack	  of	  growth/decline	  in	  membership	  partly	  related	  to	  the	  formation	  of	  the	  breakaway	  Burgororo	  
group,	  but	  also	  influenced	  by	  the	  lack	  of	  experience	  with	  cooperative	  ventures	  among	  this	  
pastoralist	  community.	  Farmers	  are	  hesitant	  to	  join	  because	  of	  the	  history	  of	  failed	  cooperatives	  in	  
Uganda.	  
The	  local	  culture	  inhibits	  acceptance	  of	  AI	  (bulls	  are	  preferred)	  and	  there	  is	  general	  resistance	  to	  new	  
practices.	  	  
Women	  and	  poorer	  farmers	  are	  too	  busy	  to	  attend	  trainings.	  They	  supply	  less	  milk	  to	  the	  chilling	  
plant;	  therefore	  the	  check-­‐off	  system	  does	  not	  work	  well	  for	  them.	  They	  take	  longer	  to	  pay	  for	  
services.	  
EADD	  related:	  
Some	  farmers	  are	  unsure	  to	  as	  whether	  the	  funding	  for	  the	  cooperative	  was	  a	  grant	  or	  a	  loan	  
requiring	  repayment.	  
External	  factors:	  
Seasonality	  of	  milk	  production.	  Milk	  volume	  drops	  during	  the	  dry	  season	  due	  to	  inadequate	  water	  
for	  animals,	  inadequate	  feed	  and	  pasture,	  and	  the	  free	  range	  grazing	  practices.	  
Poor	  road	  network	  especially	  in	  the	  rainy	  season	  
Way	  Forward	   Equip	  vet	  shop	  with	  adequate	  drugs	  and	  equipment.	  
Provide	  adequate	  transport	  services,	  equipment	  and	  vet	  kits	  for	  extension	  workers.	  
Continue	  sensitization	  of	  farmers	  on	  benefits	  of	  AI.	  
Mobilise	  and	  support	  farmers	  to	  grow	  feeds	  and	  develop	  water	  pans.	  	  
Explore	  other	  milk	  markets	  in	  Kampala.	  
Complete	  office	  construction;	  pay	  off	  loans;	  buy	  own	  cooler;	  acquire	  own	  properties.	  
5.2.3. Buikwe,	  Uganda	  
Buikwe	  Cooperative	  draws	   its	  members	   from	  farmers’	   residents.	  These	  are	  made	  up	  of	   the	   following	  sub-­‐
counties;	  Najja,	  Buikwe,	  Ssi,	  Ngogwe,	  Nkonkonjeru,	  Kawolo,	  Wakisi,	  Njenga	  and	  Najjembe	  in	  Buikwe	  District.	  
Farmers	   in	   the	   area	   join	   together	   to	   address	   a	   myriad	   of	   dairy	   related	   challenges.	   These	   may	   include,	  
markets	  for	  milk,	  extensions	  services	  and	  artificial	  insemination.	  	  
5.2.3.1. Buikwe	  Context	  and	  Background	  
HUB	  VARIANT	  
Traditional	  market	  hub	  (TM).	  
Milk	  bulking	  but	  no	  chilling.	  
CONTEXT	  
Buikwe	  Twezimwe	   is	  one	  of	  13	  DFBAs	   in	  Mukono	  Cluster.	  Buikwe’s	  catchment	  area	  has	  a	  radius	  of	  approximately	  15	  
km.	  Livelihood	  options	  in	  the	  catchment	  area	  include	  production	  of	  staples	  (bananas,	  rice	  and	  maize).	  Due	  to	  proximity	  
to	  the	  urban	  centre	  of	  Mukoko	  trading	  in	  agricultural	  produce	  and	  general	  merchandise	  also	  provide	  significant	  sources	  
of	  household	  income.	  Farmers	  rated	  dairy	  farming	  as	  the	  most	  important	  source	  of	  income.	  
BACKGROUND	  
Establishment:	  	  
Buikwe	  Dairy	  Development	   Cooperative	   Society	   Limited	  was	   established	   as	   a	   response	   to	   challenges	   such	   as	   animal	  
health,	  availability	  of	  veterinary	  drugs,	  long	  standing	  experience	  of	  informal	  traders	  buying	  milk	  at	  low	  prices	  (UGX	  300)	  
and	  paying	  at	  their	  convenience	  or	  not	  paying	  at	  all.	  This	  made	  the	  idea	  of	  forming	  a	  cooperative	  attractive.	  	  
In	  2007	  EADD	  targeted	  Buikwe	  county	  (now	  Buikwe	  district)	  with	  newspaper	  and	  internet	  advertising	  about	  its	  support	  
for	  dairy	  farming	  in	  the	  area.	  It	  requested	  local	  farmers	  to	  mobilize	  themselves	  to	  form	  a	  dairy	  cooperative,	  aiming	  for	  a	  
target	   of	   2,000.	   This	   target	  was	   not	   reached	   in	   the	   Buikwe	   area,	   nor	   in	   any	   of	   the	   8	   sub-­‐counties	   targeted,	  mainly	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because	  the	  area	  had	  very	  few	  farmers	  with	  dairy	  cows.	  Only	  22	  people	  were	  mobilized	  from	  several	  sub-­‐counties.	  
In	  2008,	  the	  group	  of	  22	  elected	  an	  interim	  board	  to	  oversee	  the	  establishment	  and	  management	  of	  the	  cooperative,	  
which	  was	  registered	  in	  July	  2008.	  As	  farmers	  had	  failed	  to	  reach	  the	  minimum	  EADD	  requirement	  of	  2000	  members,	  
they	  did	  not	  qualify	  for	  support	  to	  acquire	  a	  chilling	  plant.	  Instead,	  in	  2009	  they	  received	  a	  chilling	  plant	  from	  NAADS.	  
Unfortunately,	  the	  plant	  was	  faulty	  and	  the	  cooperative	  rapidly	  failed	  due	  to	  high	  operational	  costs	  resulting	  from	  the	  
faults,	   and	   from	   very	   low	   volumes	   of	  milk,	   suggesting	   that	   conditions	   had	   not	   yet	   been	   reached	   for	   cooperative	   to	  
introduce	  a	  chilling	  plant.	  This	  chilling	  plant	  has	  not	  been	  sold;	  it	  is	  still	  located	  at	  the	  cooperative.	  
In	   2009	   EADD	   took	   some	   Buikwe	   farmers	   to	   Kenya	   on	   an	   education	   tour	   to	   learn	   from	   established	   and	   successful	  
cooperatives.	  One	  member	  who	  participated	  in	  this	  tour	  has	  since	  become	  a	  model	  farmer	  and	  has	  upgraded	  his	  stock	  
through	  AI.	  Currently	  he	  has	  3	  weaners	  aged	  14	  to	  16	  months;	  5	  cows	  producing	  15	  to	  18	  L	  of	  milk/day	  and	  4	  calves,	  
three	  of	  which	  are	  bulls.	  He	  is	  producing	  yoghurt	  that	  is	  packaged	  and	  sold	  locally.	  His	  6-­‐acre	  farm	  has	  4	  acres	  dedicated	  
to	  production	  of	  animal	  feeds	  with	  the	  others	  under	  crops.	  Species	  grown	  include	  Napier	  and	  desmodium	  from	  which	  
he	  makes	   his	   own	   feeds	   and	   silage	   from	   farm	   leftovers	   mixed	   with	  molasses.	   He	   sold	   all	   his	   traditional	   cattle	   and	  
replaced	  them	  with	  improved	  breeds.	  	  
In	  2010	  a	  processor	  was	  identified	  to	  buy	  Buikwe’s	  milk,	  but	  the	  board	  rejected	  the	  price	  offer	  and	  no	  contract	  resulted.	  
At	  that	  point	  the	  board	  decided	  to	  sell	  raw,	  unchilled	  milk	   locally,	  through	  their	  own	  outlets,	  after	   identifying	  several	  
buyers	  to	  whom	  milk	  could	  be	  sold	  after	  bulking.	  Three	  outlets	  were	  created	  in	  the	  towns	  of	  Lugazi,	  Seeta	  and	  Kigunga.	  
The	  buyers	  were	  Namagunga	  Primary	  School,	  Uganda	  Christian	  University	  Mukono,	  and	  5	  traders.	  	  
Support	  from	  EADD:	  	  
This	   has	  mainly	   consisted	  of	   capacity	   building	   through	   facilitating	   extension	   services	   such	   as	   training	  of	   farmers	   and	  
Community	  Knowledge	  Workers	  (CKW).	  
5.2.3.2. Buikwe	  Current	  Situation	  
CURRENT	  SITUATION	  
General	  
Developments	  
Buikwe	  Dairy	  Development	  Cooperative	  Society	  Limited	  is	  a	  bulking	  and	  marketing	  DFBA	  operating	  
through	  six	  Milk	  Collection	  Centres	  (MCCs).	  One	  of	  these	  is	  the	  coordination	  centre.	  Buikwe	  has	  three	  
sales	  outlets,	  and	  sells	  milk	  to	  two	  educational	  institutions	  and	  5	  traders.	  	  	  
Membership	   24Members:	  	  
25Registered:	  	  311	  
Active:	  122	  
Dairy	  Interest	  Groups:	  	  
14	  (5	  are	  very	  active.)	  
Buikwe	  Twezimbe	  SACCO,	  which	  existed	  before	  the	  Coop,	  was	  one	  of	  the	  platforms	  for	  member	  
mobilization.	  100	  members	  of	  the	  cooperative	  are	  also	  members	  of	  the	  SACCO,	  which	  has1962	  (946	  
M	  /	  849	  W)	  Active	  members	  of	  the	  SACCO	  are	  1,571	  M	  and	  3,57	  W.	  	  	  
This	  linkage	  provides	  the	  hub	  with	  access	  to	  the	  financial	  services	  that	  the	  SACCO	  was	  already	  
providing.	  
Assets	   Physical:	  
50	  milk	  cans,	  lactometers	  and	  other	  accessories	  
Four	  freezers	  -­‐one	  is	  in	  Lugazi	  town,	  another	  one	  at	  Kigunga	  trading	  centre,	  Namagunga	  and	  seta	  
town.	  
One	  motor	  cycle	  given	  by	  EADD	  
Out-­‐of-­‐service	  chilling	  plant	  provided	  by	  NAADS	  (1,000	  L)	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
24	  According	  to	  the	  latest	  information	  received	  from	  the	  Cluster	  Leader	  Buikwe	  Coop	  members	  are	  as	  follows:	  (i)	  Total	  registered	  and	  shareholders,	  
165-­‐	  100	  men,	  49	  women	  and	  16	  Youth;	  (ii)	  Active,	  131-­‐	  86	  men,	  30	  women	  and	  15	  youth;	  (iii)	  In	  active	  34-­‐	  14	  men,	  19	  women	  and	  1	  youth.	  For	  the	  
SACCO	  members	  are:	  (i)	  Total	  registered	  and	  shareholders,	  2,547-­‐	  1,250	  men,	  717	  women	  and	  580	  Youth;	  (ii)	  active,	  2,058-­‐	  908	  men,	  650	  women	  and	  
500	  Youth;	  (iii)	  Inactive	  584-­‐	  217	  men,	  217	  women	  and	  150	  Youth	  
25	  Replaced	  the	  numbers	  provided	  by	  the	  hub	  manager	  with	  those	  in	  the	  business	  data	  spreadsheet.	  	  They	  numbers	  do	  not	  agree	  and	  the	  spreadsheet	  
does	  not	  provided	  gender	  information.	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Staffing	  	   DFBA	  business	  manager	  &	  Milk	  business	  Coordinator,	  B.	  A	  Social	  Sciences	  
ESA	  and	  Grameen	  Foundation	  Field	  officer,	  Bachelor	  of	  Veterinary	  Medicine;	  	  
4	  CKWs	  	  
4	  ToT/AI	  Technicians	  with	  Diplomas	  in	  Animal	  Production,	  one	  manages	  the	  AI	  Centre	  
2	  milk	  salespersons	  with	  O	  Level	  and	  secondary	  school	  qualifications	  
1	  milk	  can	  cleaner	  at	  the	  DFBA	  office/MCC	  with	  P726	  
Transporters	  are	  not	  employees	  of	  the	  coop,	  but	  rather,	  casual	  workers.	  
EADD	  and	  Grameen	  Foundation	  support:	  	  
EADD	  provides	  financial	  support	  for	  CKWs	  and	  AI	  technicians.	  There	  is	  one	  CKW	  in	  each	  of	  4	  parishes	  
(about	  5	  villages/	  parish)	  in	  the	  Buikwe	  area.	  Each	  CKW	  is	  paid	  40,000	  UGX/mo	  for	  visiting	  at	  least	  15	  
farmers	  and	  making	  at	  least	  48	  searches	  to	  access	  information	  on	  farming	  and	  services	  for	  registered	  
farmers.	  The	  information	  is	  accessed	  from	  phones	  provided	  by	  Grameen	  Foundation.	  	  
The	  AI	  technicians	  are	  paid	  35,000/training	  and	  service;	  They	  access	  semen	  from	  the	  MCC	  where	  it	  is	  
stored	  in	  a	  Nitrogen	  tank	  provided	  by	  EADD.	  Payment	  by	  farmers	  for	  services	  is	  through	  the	  check-­‐off	  
system,	  but	  sometimes	  farmers	  pay	  directly.	  The	  Buikwe	  cooperative	  provides	  the	  AI	  technicians	  with	  
equipment	  required	  for	  service	  delivery.	  	  
The	  ToT	  provides	  advisory	  services	  to	  farmers	  as	  well	  as	  training	  on	  good	  farming	  practices	  and	  
financial	  management.	  They	  also	  double	  as	  CKWs	  and	  are	  supported	  by	  Grameen	  through	  EADD.	  
Services	   Core:	  
Agro-­‐vet	  shop	  
AI	  is	  available	  to	  both	  registered	  and	  unregistered	  members	  at	  20,000	  OR	  UGX	  30,000	  per	  cow	  
depending	  on	  distance.	  
The	  check-­‐off	  system	  is	  being	  piloted	  with	  the	  animal	  health	  service	  which	  includes	  AI,	  surgery,	  
general	  treatment	  and	  ToT;	  	  
Loans	  are	  available	  from	  the	  Buikwe	  Twezimwe	  SACCO	  under	  a	  MoU	  between	  the	  SACCO	  and	  the	  
coop.	  	  	  
Other	  services:	  
Veterinary	  services	  are	  accessed	  by	  farmers	  through	  private	  arrangements	  but	  registered	  and	  
unregistered	  milk	  suppliers	  access	  these	  services	  through	  the	  check-­‐off	  system.	  Registered	  farmers	  
and	  shareholders	  enjoy	  subsidized	  professional	  services	  at	  30%	  discount.	  
The	  Coop	  has	  linkages	  to	  other	  partners	  for	  the	  delivery	  of	  training/capacity	  building.	  These	  are	  
NAADS	  for	  agricultural	  extension,	  Cooper	  Uganda	  for	  Agrovet	  services,	  and	  Private	  Sector	  Foundation	  
Uganda	  for	  business	  training	  
Registered	  farmers	  are	  also	  accessing	  biogas	  installation	  services.	  The	  Uganda	  Domestic	  Biogas	  
Programme	  is	  a	  Heifer	  International	  programme	  open	  to	  all.	  	  One	  year	  ago	  the	  cooperative	  set	  
participation	  in	  the	  biogas	  program	  as	  a	  precondition	  for	  membership.	  
The	  coop	  does	  not	  provide	  milk	  transport	  services	  to	  farmers.	  
Management	  
and	  
Governance	  
Board:	  	  
Today	  the	  Buikwe	  Cooperative	  Society	  has	  a	  board	  (consisting	  of	  men,	  women	  and	  youth)	  elected	  
through	  an	  AGM.	  As	  a	  measure	  to	  stimulate	  Board	  activity,	  members	  who	  fail	  to	  attend	  5	  meetings	  
are	  replaced	  from	  the	  membership.	  
The	  Board	  has	  mobilized	  members	  to	  buy	  shares,	  and	  is	  building	  networks	  among	  external	  service	  
providers	  like	  financial	  institutions	  (e.g.,	  Buikwe	  SACCO)	  
Manager:	  	  
The	  decisions	  are	  consultative	  and	  agreed	  with	  the	  farmers;	  The	  manager	  has	  interpersonal	  skills	  and	  
is	  a	  team	  player;	  The	  policies	  and	  rules	  are	  working	  well;	  plans	  and	  decisions	  are	  enforced	  and	  
fulfilled.	  
Financial	  flows	   Income	  sources:	  	  
Membership	  fees:	  UGX	  10,000	  per	  member.	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
26	  Primary	  school	  completion.	  Business	  data	  spreadsheets	  report	  7	  staff.	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Milk	  sales:	  UGX	  700/L	  paid	  to	  farmers.	  The	  Cooperative	  sells	  at	  UGX	  1000-­‐1100/L	  through	  selling	  
points	  in	  trading	  centres	  and	  Mukono.	  	  
Banking	  and	  payment	  arrangements:	  Each	  MCC	  head	  banks	  money	  from	  milk	  sales	  every	  3	  days	  at	  
the	  SACCO.	  The	  Manager	  at	  the	  Coordination	  Centre	  follows	  up	  to	  ensure	  the	  money	  is	  banked.	  
Initially	  farmers	  were	  paid	  fortnightly;	  however,	  the	  cooperative	  has	  moved	  to	  monthly	  payments	  
because	  of	  frequent	  delays	  in	  payment	  from	  buyers.	  
Costs	  and	  Income:	  
Average	  monthly	  milk	  purchases	  (2012):	  UGX	  6,851,483	  
Average	  monthly	  milk	  transport	  costs	  (2012):	  UGX	  829,808	  
Average	  monthly	  milk	  sales	  (2012):	  UGX	  9,417,508	  
Average	  monthly	  net	  milk	  revenue	  (2012):	  UGX	  1,736,217	  	  	  
Operational	  costs	  (2012):	  	  UGX	  1,287,156	  
Other	  Costs	  (2012):	  UGX	  145,600/mo	  (depreciation,	  interest	  on	  loan)	  
Profitability	  (2012)	  :	  UGX	  	  	  303,461/mo	  
Average	  net	  profit	  margin	  in	  2012:	  3%	  	  (as	  %	  of	  sales)	  
Milk	  Flows	   Depending	  on	  season	  275-­‐415	  L/day	  of	  morning	  milk	  is	  collected	  and	  bulked	  from	  both	  members	  and	  
non-­‐members	  through	  six	  MCCs.	  Monthly	  volumes	  during	  2012	  varied	  between	  8,340	  and	  12,488	  L	  
with	  an	  average	  of	  10,298	  L.	  At	  least	  30%	  of	  the	  milk	  comes	  from	  non-­‐members.	  One	  of	  these	  is	  the	  
coordination	  centre.	  More	  milk	  is	  expected	  as	  AI	  calves	  begin	  to	  produce	  milk.	  	  	  
Farmers	  take	  milk	  to	  the	  collection	  centres	  or	  make	  private	  arrangements	  with	  two	  motorbike	  
transporters.	  
Milk	  is	  sold	  through	  the	  3	  centres	  in	  Lugazi,	  Seeta	  and	  Kigunga,	  to	  the	  school	  institutions	  and	  through	  
5	  traders.	  
Buikwe	  does	  not	  sell	  milk	  to	  any	  processing	  plant.	  Afternoon	  milk	  is	  not	  collected,	  but	  used	  for	  home	  
consumption	  and	  sold	  by	  farmers	  to	  informal	  traders.	  
5.2.3.3. Buikwe	  Actor	  Perceptions	  
ACTOR	  PERCEPTIONS	  
Achievements	   Increase	  in	  membership	  from	  22	  to	  750	  active/2400	  registered	  facilitated	  through	  the	  close	  link	  with	  
the	  SACCO.	  	  
Six	  MCCs,	  with	  one	  as	  the	  coordinating	  centre,	  have	  been	  established	  along	  with	  policies	  related	  to	  
milk	  supply	  and	  farmer	  payment.	  
Technical	  support	  from	  EADD	  has	  led	  to	  improvements	  in	  the	  recordkeeping	  and	  general	  
management	  of	  the	  cooperative.	  	  	  
Since	  2009	  monthly	  sales	  at	  the	  AI	  Centre	  have	  increased	  from	  8	  to	  50	  straws/mo.	  
Surgery	  has	  been	  included	  in	  the	  animal	  health	  services.	  
Numbers	  of	  AI	  stock	  and	  milk	  production	  per	  farmer	  have	  increased	  due	  to	  AI	  uptake	  among	  trained	  
farmers.	  	  
More	  demand	  for	  AHW	  services	  has	  been	  created	  in	  response	  to	  1)	  increased	  accessibility	  of	  loans;	  
2)	  better	  access	  to	  animal	  management	  information	  via	  CKWs	  and	  their	  mobile	  phones;	  and	  3)	  lower	  
frequency	  of	  animal	  illness.	  	  
Milk	  hygiene	  and	  handling	  and	  the	  timeliness	  of	  milk	  collection	  have	  improved	  as	  a	  result	  of	  the	  
establishment	  of	  the	  collection	  centres,	  Less	  milk	  adulteration	  is	  evident	  through	  a	  rise	  in	  lactometer	  
readings	  from	  15-­‐25°	  in	  the	  milk	  bulked	  at	  the	  coordination	  centre.	  	  
Farmers	  are	  more	  aware	  of	  what	  service	  providers	  have	  to	  offer	  and	  contact	  them	  in	  a	  timely	  
manner.	  	  
Feeding	  has	  improved	  through	  silage	  conservation	  and	  making	  fodder	  banks	  for	  the	  dry	  season.	  
A	  loan	  from	  EADD	  for	  AI	  kits	  and	  accessories	  to	  roll	  out	  insemination	  has	  been	  paid	  back.	  
Before	  the	  hub,	  only	  about	  25%	  knew	  about	  spraying	  with	  acaricides.	  Now	  80%	  are	  spraying	  and	  
undertaking	  other	  animal	  health	  services.	  
12	  biogas	  digesters	  have	  been	  installed	  on	  the	  farms	  of	  registered	  members	  and	  3	  for	  non-­‐registered	  
members.	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Strengths	  and	  
Opportunities	  
Close	  relationship/inseparability	  between	  SACCO	  and	  the	  cooperative.	  
Farmers	  are	  beginning	  to	  embrace	  dairy	  as	  a	  business,	  adopting	  new	  practices,	  and	  have	  gained	  
knowledge	  and	  confidence	  through	  training	  and	  through	  their	  experience	  of	  collective	  marketing	  of	  
milk.	  They	  see	  dairying	  as	  a	  livelihood	  option	  that	  provides	  manure	  for	  crops	  and	  provides	  a	  more	  
regular	  income	  than	  agriculture,	  with	  less	  labour,	  fewer	  inputs	  and	  higher	  earnings	  within	  a	  short	  
period	  of	  time.	  	  	  
Farmers	  interviewed	  are	  largely	  satisfied	  with	  the	  transparency	  and	  accountability	  of	  the	  board	  and	  
management	  and	  with	  the	  services	  provided.	  	  
Efficient	  management	  of	  the	  milk	  transactions	  between	  the	  farmers	  and	  the	  cooperative	  	  
Farmers	  appreciate	  the	  cooperative’s	  policies	  related	  testing	  of	  milk	  and	  payments.	  	  
Linkage	  to	  other	  partners	  	  (e.g.,	  private	  sector,	  Grameen	  Foundation.	  etc.)	  
Community	  knowledge	  workers	  are	  providing	  a	  link	  between	  farmers	  and	  other	  service	  providers	  	  
Sugar	  production	  sites	  surround	  the	  cooperative.	  Molasses	  and	  sugar	  factory	  by-­‐products	  could	  be	  
used	  for	  feed	  production	  
Dairy	  is	  the	  main	  livelihood	  activity	  in	  the	  area.	  
Hub	  Benefits	  
and	  Outcomes	  	  
Access	  to	  markets.	  
Exposure	  visits	  for	  active	  members.	  
More	  bargaining	  power:	  Since	  2010	  milk	  price	  paid	  to	  farmers	  has	  increased	  from	  400	  to	  1000	  
UGX/L.	  
Service	  provider	  income	  has	  increased	  as	  services	  have	  become	  more	  accessible	  and	  farmers	  are	  
more	  able	  to	  pay	  for	  them.	  	  
A	  culture	  of	  saving	  has	  been	  created	  through	  the	  “lump	  sum”	  monthly	  milk	  payments	  that	  are	  
banked	  directly	  in	  farmers’	  SACCO	  accounts,	  coupled	  with	  training	  that	  encourages	  people	  to	  save	  
with	  the	  SACCO,	  and	  to	  pay	  their	  loans	  on	  time.	  	  
Access	  to	  legume	  seed.	  
Access	  to	  loans	  with	  requirements	  less	  stringent	  than	  for	  non-­‐members.	  
Access	  to	  quality	  semen	  from	  EADD	  (there	  many	  providers	  and	  some	  are	  quacks).	  
There	  has	  been	  change	  in	  breeding	  practices.	  5	  years	  ago,	  the	  use	  of	  bulls	  was	  predominant	  as	  
opposed	  to	  current	  use	  of	  artificial	  insemination	  and	  this	  has	  led	  to	  cross-­‐breeds.	  
Farmer’s	  capacity	  to	  care	  for	  cross-­‐breeds	  has	  improved	  very	  significantly.	  Initially	  2	  of	  10	  born	  were	  
lost;	  today	  1	  in	  60	  is	  lost.	  
Dissatisfactions	  
and	  
Constraints	  	  
Why	  farmers	  don’t	  register:	  
Cost	  of	  registration	  is	  prohibitive	  to	  farmers	  and	  unregistered	  farmers	  can	  access	  the	  same	  services.	  	  	  
Registered	  for	  the	  SACCO	  and	  then	  learned	  that	  the	  SACCO	  is	  a	  separate	  entity	  from	  the	  dairy	  
society.	  
Why	  farmers	  become	  inactive:	  
Low	  prices	  offered	  by	  hub	  compared	  to	  milk	  traders.	  
Need	  for	  instant	  cash	  for	  subsistence;	  traders	  will	  exchange	  shop	  merchandise	  for	  milk.	  
No	  cows	  producing	  milk.	  
Dissatisfactions	  	  
Separation	  of	  the	  SACCO	  and	  cooperative	  registration	  means	  that	  a	  member	  has	  to	  register	  twice;	  
this	  discourages	  registration.	  
Board	  delaying	  AGM	  to	  retain	  positions.	  	  
Lack	  of	  protective	  clothing	  for	  service	  providers.	  
Late	  milking	  by	  farmers	  causing	  problems	  for	  transporters.	  
Non-­‐payment	  of	  hub	  services	  by	  farmers	  who	  perceive	  these	  as	  free.	  
Milk	  traders	  pushed	  out	  of	  business	  by	  hub.	  
Poorly	  functioning	  check-­‐off	  system.	  
Some	  women	  are	  not	  able	  to	  access	  services	  because	  milk	  production	  of	  their	  cows	  is	  too	  low	  to	  
made	  services	  affordable.	  
Constraints:	  
Some	  members	  of	  the	  board	  are	  not	  active.	  
Poor	  awareness	  about	  cooperative.	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Milk	  contamination,	  resulting	  in	  big	  losses	  for	  the	  cooperative.	  	  
Non-­‐members	  receive	  services	  from	  the	  drug	  shop	  and	  then	  refuse/fail	  to	  pay.	  
Youth	  are	  not	  settled	  and	  are	  searching	  for	  sources	  of	  livelihoods;	  This	  affects	  their	  concentration	  
and	  application	  of	  what	  is	  taught	  to	  them	  about	  farming.	  
Main	  
Problems/	  
Challenges	  
Market	  and	  management-­‐related:	  
With	  a	  narrow	  membership	  base,	  a	  small	  volume	  of	  milk	  collected,	  and	  a	  high	  frequency	  of	  delayed	  
payments	  by	  buyers,	  the	  hub	  is	  currently	  operating	  at	  the	  break-­‐even	  point	  only.	  
There	  is	  competition	  for	  milk	  supply	  with	  informal	  traders.	  
The	  pilot	  check-­‐off	  system	  is	  not	  working	  well	  due	  to	  error-­‐prone	  manual	  record	  keeping	  and	  lack	  of	  
a	  trained	  accountant.	  	  
Dependency	  on	  EADD	  to	  support	  the	  extension	  services.	  	  
Spoilage	  of	  milk	  due	  to	  poor	  handling.	  Sometimes	  adulteration	  passes	  undetected	  during	  tests.	  
The	  availability	  of	  transport	  for	  service	  providers	  is	  not	  adequate	  and	  the	  transport	  of	  milk	  to	  
collection	  points	  and	  to	  buyers	  is	  expensive	  as	  the	  same	  is	  charged	  regardless	  of	  the	  volume	  carried.	  
The	  high	  cost	  of	  AI	  is	  limiting	  access	  by	  farmers;	  particularly	  youth,	  women	  and	  poorer	  farmers,	  and	  
the	  high	  cost	  of	  inputs	  are	  a	  barrier	  for	  dairying.	  
Production-­‐related:	  
Spoilage	  of	  milk	  due	  to	  farmer	  practices	  such	  as	  adding	  boiled	  evening	  milk	  to	  the	  fresh	  morning	  
milk.	  
There	  is	  seasonal	  fluctuation	  in	  milk	  production	  with	  water	  and	  feed	  as	  limiting	  factors	  during	  the	  dry	  
season.	  
Improved	  breeds	  need	  great	  care.	  Some	  farmers	  are	  losing	  their	  animals.	  Some	  cannot	  afford	  
treatment	  and	  have	  no	  access	  to	  credit	  [no	  data	  available	  on	  the	  number	  of	  cows	  lost].	  
EADD-­‐Related:	  
Overly	  concentrated	  on	  farmer	  training	  rather	  than	  other	  needs	  such	  as	  management	  and	  
administration.	  
Delayed	  payment	  to	  extension	  officers	  resulting	  in	  low	  morale.	  EADD	  has	  set	  conditions	  which	  they	  
cannot	  achieve	  and	  sometimes	  change	  the	  goal	  posts.	  This	  has	  been	  a	  major	  demotivation	  to	  
extension	  workers.	  
External	  Factors:	  	  
The	  poor	  road	  network	  is	  especially	  problematic	  during	  the	  rainy	  season.	  	  	  
Urbanization	  problems	  including	  population	  pressure	  and	  diminishing	  resources	  especially	  land.	  
Household	  land	  holdings	  are	  2-­‐3	  acres	  outside	  trading	  centres.	  Close	  to	  towns,	  the	  majority	  of	  those	  
keeping	  cows	  have	  very	  small	  plots.	  
Ways	  Forward	   Improve	  the	  check-­‐off	  system	  through	  computerization.	  
Add	  cash	  advances	  to	  the	  check-­‐off	  system.	  
Stock	  the	  inputs	  farmers	  require	  in	  well-­‐located	  agro-­‐vet	  shops	  that	  are	  accessible	  to	  farmers,	  or	  
create	  links	  with	  providers	  who	  can	  supply	  these.	  	  
Increase	  the	  membership	  base	  by	  reducing	  membership	  fees,	  lower	  cost	  of	  AI	  and	  increase	  the	  
number	  of	  collection	  centres	  as	  incentives	  to	  join.	  
Increase	  quantity	  and	  quality	  of	  milk	  to	  a	  level	  where	  it	  can	  be	  sold	  to	  processors	  and/or	  move	  into	  
value	  addition	  by	  the	  coop	  (e.g.,	  ghee,	  yoghurt	  making)	  	  
Open	  up	  more	  SACCO	  branches	  and	  reduce	  interest	  rate	  (from	  2.5	  to	  2%	  monthly).	  
Make	  motorbikes	  accessible	  to	  service	  providers	  by	  providing	  loans.	  	  
Improve	  staffing	  to	  include	  an	  accountant.	  
Introduce	  milk	  cans	  and	  buy	  land	  to	  establish	  a	  home	  for	  the	  coop	  and	  SACCO.	  	  
Carry	  out	  intensive	  sensitization	  so	  that	  farmers	  appreciate	  the	  value	  and	  importance	  of	  joining	  the	  
cooperative.	  
Strengthening	  the	  outlets	  so	  that	  the	  cooperative	  can	  sell	  milk	  without	  relying	  on	  middlemen	  who	  
buy	  from	  the	  outlets	  in	  bulk.	  
Encourage	  farmers	  to	  attend	  trainings	  held	  both	  by	  government	  and	  NGOs.	  
Mobilise	  groups	  of	  poorer	  and	  younger	  farmers.	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5.3. Results	  from	  EADD	  Programme	  Level	  –	  Uganda	  
Analysis	  from	  EADD	  staff	  at	  cluster,	  national	  and	  regional	  levels	  were	  synthesized	  and	  the	  full	  interviews	  and	  
synthesis	  is	  located	  in	  Appendix	  7	  for	  Kenya	  and	  Uganda.	  	  
The	  narrative	  presented	  below	   includes	   a	   summary	  of	   the	   synthesis	   collapsed	  between	   the	   three	   staffing	  
levels.	  All	  perceptions	  in	  this	  section	  are	  drawn	  from	  programme	  level	  staff	  and	  include	  internal	  and	  external	  
factors	  affecting	  the	  support	  to	  the	  hubs.	  
Preconditions:	   The	   Uganda	   cases	   suggest	   that	   a	   critical	   element	   influencing	   hub	   performance	   is	   its	  
responsiveness	   to	   farmers’	   needs.	   To	   fast	   track	   the	   development	   of	   a	   hub	   such	   as	   this,	   intelligence	   on	  
productivity	  measures,	  organizational	  and	  capacity	  issues	  needs	  to	  be	  carefully	  assembled.	  Milk	  bulking	  and	  
having	  visionary	  leadership	  are	  key	  elements.	  The	  observations	  in	  some	  cases	  of	  mushrooming	  of	  private	  CPs	  
is	  evidence	  that	  markets	  are	  working,	  although	  not	  in	  a	  narrow	  sense	  but	  at	  a	  more	  systemic	  level.	  
Hub	  development	  is	  a	  learning	  process	  and	  enabling	  a	  more	  evolutionary	  approach	  by	  getting	  critical	  pieces	  
on	  board	  first	  is	  important.	  It	  is	  not	  clear	  how	  long	  the	  process	  takes	  (2-­‐3	  years)	  at	  this	  early	  stage	  and	  the	  
development	  of	  the	  process	  should	  follow	  farmers	  needs	  and	  priorities.	  	  
A	   proportion	   of	   farmers	   are	   appearing	   to	   use	   services	   as	   loyalty	   schemes	   and	   farmers	   are	   changing	   their	  
production	   strategies	   by	   keeping	   cattle	   in	   paddocks,	   improving	   feeding	   systems	   and	   herd	   quality.	   Other	  
changes	   that	   are	   apparent	   include	   SACCOs	   helping	   farmers	   build	   financial	   capital,	   improved	   milk	   quality	  
across	  the	  hubs	  and	  governance	  and	  democratic	  development	  of	  the	  hubs	  is	  increasing	  in	  constructive	  ways.	  	  
Negative	  Factors:	  In	  one	  hub	  there	  was	  dissatisfaction	  with	  the	  emphasis	  of	  the	  support,	  which	  focused	  on	  
production	   rather	   than	   helping	   with	   record	   keeping,	   illustrating	   the	   need	   to	   provide	   farmers	   with	  
information	   that	   helps	   them	   to	   make	   better	   decisions	   and	   builds	   their	   capacity	   and	   empowerment	   to	  
manage	  a	  business.	  
Opportunities	  to	  Strengthen	  the	  Hub:	   In	  addition	  it	  would	  be	  useful	  to	  test	  if	  there	  were	  inherent	  benefits	  
to	   farmers	   utilizing	   zero	   or	   stall	   feeding	   for	   dairy	   cows	   that	   related	   to	   the	   cost	   of	   fodder	   required	   by	  
improved	  cows	  versus	  widespread	  grazing	  opportunities	  for	   indigenous	  cattle	  and	  the	  relative	  cost/benefit	  
of	  these	  comparisons	  for	  farmers.	  
Solutions	   to	   Strengthen	   the	   Hubs:	   Policy	   dialogue	   is	   an	   important	   role	   that	   EADD	   could	  play,	   as	   it	   did	   in	  
helping	  lift	  the	  ban	  on	  imported	  semen	  in	  Nabitanga,	  and	  providing	  relevant	  information	  to	  assist	  this.	  EADD	  
has	  an	  impressive	  record	  in	  Uganda	  of	  working	  to	  select	  sites	  and	  conduct	  business	  planning	  and	  feasibility	  
studies.	  However,	  overall	  the	  quality	  of	  feasibility	  studies	  has	  not	  been	  high.	  	  
EADD	  has	  strengthened	  the	  hubs	  by	  building	  their	  capacity,	  supporting	  the	  ToT	  model	  of	  extension	  training	  
and	  using	  model	  farmers	  to	  create	  centres	  of	  learning	  within	  the	  hubs.	  EADD	  has	  also	  assisted	  with	  contract	  
negotiation	  and	  production,	  investment	  and	  breeding	  support,	  feed	  advice	  and	  animal	  health.	  
There	  are	  clear	  opportunities	  to	  strengthen	  hubs	  by	   introducing:	  a	  bull	  scheme;	   liquid	  nitrogen	  capacity	  to	  
administer	   AI	   stocks;	   value	   addition	   to	   milk	   and	   yoghurt	   production;	   and	   seed	   multiplication	   for	   feed	  
diversity.	   There	   are	   also	   opportunities	   for	   empowering	   farmers	   on	   leadership	   and	   governance,	   gender	  
mainstreaming	  in	  the	  hub	  management	  and	  taking	  care	  of	  youth	  groups.	  
Constraints:	  However,	   the	   degree	   to	  which	   smallholder	   farmers	   are	   benefitting	   from	   a	   rapidly	   expanding	  
market	   is	  unknown	  to	  date.	  The	  appropriate	   indicators	   that	  would	  be	  used	  to	  get	  an	  MEL	   framework	   into	  
practical	  data	  collection	  plans	  were	  lacking.	  	  
These	  are	  all	  lost	  opportunities	  in	  taking	  projects	  of	  this	  nature	  to	  a	  larger	  scale	  without	  a	  smaller	  and	  more	  
controlled	  pilot	  phase.	  Despite	  this,	  hub	  level	  observations	  show	  quite	  a	  high	  degree	  of	  familiarity,	  both	  in	  
Uganda	   and	   Kenya	   individuals	   have	   a	   good	   sense	   of	   the	   progress	   but	   knowledge	   is	   not	   flowing	   though	   a	  
system	  that	  does	  not	  depend	  on	  particular	  individuals	  and	  relationships.	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Some	  of	  the	  main	  constraints	  in	  the	  Ugandan	  context	  include	  feed	  shortages,	  lack	  of	  ideas	  around	  milk	  value	  
addition,	   poor	   perception	   (especially	   amongst	   pastoralist	   communities)	   of	   the	   value	   of	   AI,	   breach	   by	  
processors	  of	  milk	  supply	  contract	  payments,	   long	  dry	  spells	  and	  spoilage	  of	   larger	  amounts	  of	  milk	   in	   the	  
rainy	  season.	  
5.4. Broad	  Implications	  of	  Findings	  related	  to	  Sector	  Overview	  -­‐	  Uganda	  	  
Uganda	  has	  a	  dairy	  herd	  with	  a	  relatively	  poor	  genetic	  base	  and	  so	  the	  potential	  for	  AI	  serviced	  to	  enhance	  
farmer	  productivity	  and	  profitability	  is	  high.	  In	  analysis	  across	  the	  hubs	  (see	  next	  section)	  the	  output	  for	  the	  
Ugandan	  hubs	  looks	  very	  positive.	   	   In	  the	  past	  AI	  services	  were	  provided	  through	  government	  systems	  but	  
more	  recently	  private	  AI	  providers	  are	  expanding	  and	  demand	  for	  their	  services	  is	  increasing.	  	  	  
Most	   dairy	   cows	   are	   thought	   to	   produce	   well	   below	   their	   potential	   because	   their	   nutrient	   intake	   is	  
insufficient,	  many	  smallholders	  employ	  open	  grazing.	  It	  would	  be	  very	  worthwhile	  developing	  model	  farmers	  
who	  could	  expand	  into	  feed	  production	  and	  encourage	  NGOs	  and	  cooperatives	  to	  do	  the	  same.	  	  
Although	  the	  regional	  milk	  markets	  are	  not	  well	  vertically	   integrated,	  there	  is	  potential	  for	   increasing	  farm	  
gate	   milk	   prices	   through	   greater	   volumes,	   milk	   quality	   and	   surplus	   sales.	   The	   raw	   milk	   market	   which	  
accounts	  for	  the	  majority	  of	  domestic	  consumption	  is	  beginning	  to	  develop	  through	  private	  sector	  and	  the	  
opportunities	  for	  multiplier	  effects	  of	  the	  hub	  and	  market	  opportunities	  arising	  is	  positive.	  
Group	  dynamics	  if	  invested	  in	  can	  help	  farmers	  to	  work	  together	  to	  access	  formal	  markets	  but	  tracking	  the	  
prices	  and	  markets	   for	  milk,	   informal	  and	   formal	  will	  be	  useful	   to	  give	   farmers	   the	  confidence	   to	  manage	  
their	  sales	  for	  maximum	  benefit	  to	  their	  welfare.	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6. Cross	  Hub	  Analysis	  
It	  is	  important	  to	  appreciate	  that	  the	  findings	  here	  represent	  a	  sample	  of	  roughly	  10%	  of	  the	  total	  of	  52	  hubs	  
developed	   over	   the	   past	   4-­‐5	   years	   in	   Kenya	   and	   Uganda	   and	   that	   the	   findings	   and	   conclusions	   are	   not	  
necessarily	  representative	  of	  all	  the	  hubs	  in	  the	  project.	  	  
There	  are	  some	  clear	   findings	  across	   the	  hubs	  that	  are	  common	  and	  others	   that	  provide	  clear	  distinctions	  
between	  the	  hubs	  that	  are	  interesting.	  It	  is	  important	  to	  remember	  that	  the	  findings	  reflect	  perceptions	  by	  
the	  hub	  actors	  or	  the	  EADD	  staff.	  	  	  
The	  Table	  7	  below	  presents	  findings	  across	  the	  two	  Kenyan	  and	  three	  Ugandan	  hubs	  in	  relation	  to	  members,	  
staff,	  milk	   volumes	   and	  milk	   prices	   and	  provides	   a	   good	  way	   to	   illustrate	   some	  of	   the	   key	  points.	   Figures	  
were	  collected	  during	  interviews	  with	  hub	  managers,	  and	  also	  from	  2012	  financial	  reports	  from	  EADD	  staff.	  
There	   is	   a	   very	   large	   variation	  across	   the	   figures	   in	   terms	  of	  membership	   figures,	   less	   so	   in	   terms	  of	   staff	  
supported	   by	   EADD,	   and	   again	   large	   in	   terms	   of	   milk	   volumes	   and	   prices.	   The	   study	   team	   made	   the	  
assumption	   that	   the	   hub	  managers	   had	   the	  most	   up	   to	   date	   data	   on	   hub	  membership	   compared	   to	   the	  
EADD	  staff	  who	  create	  the	  documents	  reviewed	  once	  a	  year.	  
Two	   hubs	   in	   Kenya	   represented	   a	   farmer-­‐owned	   chilling	   plant	   (Kabiyet)	   with	   the	   original	   concept	   of	   the	  
EADD	  dairy	  value	  chain	  model;	  and	  a	  farmer	  owned	  chilling	  plant	  that	  previously	  bulked	  milk	  without	  chilling	  
(Cherobu).	  Farmer	  owned	  hubs	  dominate	  the	  Kenyan	  context	  where	  a	  more	  developed	  and	  dynamic	  dairy	  
sector	  persists.	   	   Kenyan	  hubs	   studied	  differ	   from	  one	  another	  both	   in	  historical	   context	   and	  demonstrate	  
that	  with	  good	  management	  in	  the	  hub	  manager	  the	  viability	  and	  profitability	  of	  the	  hub	  model	  can	  begin	  to	  
work	   well	   especially	   in	   areas	   where	   there	   are	   viable	   markets	   either	   formal	   or	   informal.	   This	   is	   however	  
affected	   by	   climatic	   effects	   such	   as	   the	   drought	   in	   Cherobu	  which	   has	   contributed	   to	   a	   lower	   than	   usual	  
profitability.	  
Of	  the	  three	  hubs	  studied	  in	  Uganda,	  there	  is	  a	  farmer-­‐owned	  chilling	  plant	  that	  bulks	  milk	  without	  chilling	  
(Buikwe),	  a	   farmer-­‐owned	  chilling	  plant	  with	  processor	  owned	  satellites	   (Nabitanga)	  and	  a	   fully	  processor-­‐
owned	   chilling	   plant	   (Lugushulu).	   Each	   is	   a	   variation	  on	   the	  model	   originally	   conceived	  by	   EADD	   for	   dairy	  
value	   chain	   development.	   In	   relation	   to	   the	   development	   of	   the	   hub	   model	   in	   new	   geographies,	   the	  
Ugandan	  hubs	  represent	  the	  most	  relevant	  learning	  opportunities	  for	  replicating/reproducing	  similar	  efforts	  
in	  Tanzanian	  and	  Ethiopian	  contexts.	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Name	   Cherobu	   Kabiyet	   Buikwe	   Lugushulu	   Nabitanga	  
Hub	  type	   Bulking	  w/o	  
chilling	  -­‐>	  farmer	  
owned	  CP	  
Farmer-­‐owned	  CP	   Farmer-­‐owned	  CP	  -­‐
>	  TM	  hub	  
practicing	  bulking	  
w/o	  chilling	  
Processor-­‐owned	  
CP	  
Farmer-­‐owned	  
CP/Processor-­‐
owned	  back-­‐up	  
chiller	  
Members	   Hub-­‐derived:	  
Registered:	  2,400	  
[1480	  (62%)	  M	  /	  
920	  (38%)	  W	  /	  20%	  
Y]	  
Active:	  750	  
EADD-­‐derived:	  	  
Registered:	  4,062	  
Active:	  555	  
Shareholders:	  970	  
Hub-­‐derived:	  
Registered:	  9,952	  
[5,472	  (55%)	  M	  /	  
4,480	  (45%)	  W]	  
EADD-­‐derived:	  
Registered:	  3,564	  
[2,301	  (65%)	  M/	  
1,263	  (35%)	  W]	  
Active:	  2,607	  [1,	  
721	  (66%)	  M/	  886	  
(34%)	  W]	  
Shareholders:	  
2,966	  [2,012	  
(68%)	  M	  /954	  
(32%)	  W]	  
Hub-­‐derived:	  
At	  start-­‐up:	  	  22	  
Registered:	  165	  
[100	  (61%)	  M	  /	  49	  
(30%)	  W/	  16	  (9	  %)	  
Y]	  
Active:	  131	  [86	  
(66%)	  M	  /	  30	  (23%)	  
W	  /	  15	  (11%)	  Y]	  
EADD-­‐derived:	  
Registered:	  311	  
Active	  122	  
Hub-­‐derived:	  
At	  start-­‐up:	  3	  
Registered:	  184	  
[146	  (79%)	  M/	  13	  
(7%)	  W	  /	  25	  (14%)	  
Y]	  
Active:	  137	  [107	  
(78%)	  M/	  10	  (7%)	  
W	  /20	  (15%)	  Y]	  
Shareholders:	  107	  
(95	  (88%)	  M	  /	  5	  
(5%)	  W	  /	  8	  (7%)	  Y]	  
EADD-­‐derived:	  
Registered:	  612	  
[471	  (77%)	  M	  /	  96	  
(16%)	  W	  /	  45	  (7%)	  
Y]	  
Active:	  111	  [84	  
(76%)	  M	  /	  17	  
(15%)	  W	  /	  10	  (9%)	  
Y]	  
Hub-­‐derived:	  
At	  start-­‐up:	  7	  
Currently:	  991;	  
253	  of	  these	  are	  
not	  shareholders;	  
300	  broke	  away	  to	  
set	  up	  another	  CP	  
5	  kms	  away.	  
EADD-­‐derived:	  
Registered:	  627	  
[596	  (95%)	  M	  /	  20	  
(3%)	  W	  /	  11	  (2%)	  
Y]	  
Active:	  652	  [413	  M	  
/	  182	  (28%)	  W	  /	  57	  
(9%)	  Y]	  
Staff	   Hub	  derived:	  	  
8	  staff:	  	  
• Manager	  
(KDFF-­‐
supported)	  
• Accountant	  
• Milk	  quality	  
technician	  	  
• 5	  extension	  
staff	  (EADD-­‐
supported)	  
EADD-­‐derived:	  
13	  staff	  	  
Hub-­‐derived:	  	  
Workforce	  has	  
increased	  from	  9	  
to	  over	  50,	  with	  a	  
large	  EADD-­‐
supported	  
extension	  team	  
EADD-­‐derived:	  
73	  staff	  
Hub-­‐derived:	  
13	  with	  8	  AI	  and	  
extension	  staff	  
supported	  by	  
EADD	  
EADD-­‐derived:	  
7	  staff	  
Hub-­‐derived:	  	  
7	  including:	  
• Manager	  
• 3	  milk	  
assistants	  
• 3	  cleaners	  
EADD-­‐derived:	  
7	  staff	  
Hub-­‐derived:	  	  
8	  including:	  	  
• Manager	  
• Milk	  quality	  
officer	  
• Extension	  
service	  officer	  
• Trainer/CAHW	  
• Trainer	  
(production)	  
• Trainer/AI	  
provider	  
• General	  hand	  
• Security	  guard	  
EADD-­‐derived:	  	  
8	  staff	  
Milk	  
volume	  
Hub	  derived:	  	  
Current:	  3,200	  
L/day	  
EADD-­‐derived	  
(2012):	  
Av	  collected:	  	  
46,760	  L/mo	  
Av	  sold/mo:	  
46,349	  L/mo	  	  
Hub-­‐derived:	  	  
Peak:	  	  36,000	  
L/day	  
Current:	  19,000	  
L/day	  
EADD-­‐derived	  
(2012):	  
Av	  collected:	  
349,983	  L/mo	  
Av	  sold:	  362,669	  
L/mo	  
	  
Hub-­‐derived:	  
275-­‐415	  L/day	  
EADD-­‐derived	  
(2012):	  
Av:	  10,298	  L/mo	  
with	  at	  least	  30%	  
from	  non-­‐
members	  
Hub-­‐derived:	  
4-­‐8,000	  L/day	  
Daily	  avg:	  5,500	  
L/day	  
EADD-­‐derived:	  
Av	  of	  123,173	  
L/mo	  
Hub-­‐derived:	  	  
4-­‐6000	  L/day	  
EADD-­‐derived:	  
Av	  of	  147.040	  
L/mo	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Milk	  price	   Hub-­‐derived:	  
Processor	  pays	  KES	  
2727/L	  for	  milk	  
bulked	  by	  Cherobu	  
Processor	  pays	  1.3	  
KES/L	  to	  use	  the	  
CP	  to	  chill	  its	  own	  
bulked	  milk.	  	  	  
EADD-­‐derived	  
(2012):	  
Paid	  by	  processor:	  
KES	  29-­‐37/L	  	  
Paid	  to	  farmers:	  
KES	  25-­‐33/L	  
Hub	  derived:	  
KES	  25-­‐32/L	  plus	  
KES	  10/L	  
premium	  for	  
quality	  and	  
chilling.	  	  	  
EADD-­‐derived	  
(2012):	  
Paid	  by	  
processor:	  KES	  
25-­‐37/L	  
Paid	  to	  farmers:	  
23-­‐30/L	  
Hub-­‐derived:	  
Paid	  by	  buyers:	  
UGX	  1,000-­‐1,100/L	  
Paid	  to	  farmers:	  
UGX	  700/L	  
EADD-­‐derived:	  
Paid	  by	  buyers:	  
800-­‐1000/L	  
Paid	  to	  farmers:	  
UGX	  600-­‐800/L	  
Hub-­‐derived:	  
Sameer	  pays	  UGX	  
375	  -­‐425/L	  
depending	  on	  
season	  
EADD	  -­‐	  derived:	  
Paid	  by	  Processor:	  
UGX	  405-­‐730	  /L	  
Paid	  to	  farmers:	  
UGX	  325-­‐650/L	  
Hub-­‐derived:	  	  
Sameer	  pays	  UGX	  
375/	  L	  
EADD-­‐derived:	  
Paid	  by	  processor:	  
430-­‐650/L	  
Paid	  to	  farmers:	  
350-­‐550/L	  
Table	  7:	  Comparison	  between	  figures	  collected	  at	  hub	  manager	   level	  and	  EADD	  staff	  across	  active	  membership,	  milk	  volumes	  and	  
milk	  per	  active	  member	  between	  hubs.	  
	  
	   	  
Figure	  10:	  Hub	  data	  on	  membership	  at	  hubs	   Figure	  11:	  EADD	  figures	  on	  membership	  at	  hubs	  
	  
	  
	  
Figure	  12:	  EADD	  data	  on	  milk	  volumes	  per	  day	  at	  hubs	  
	  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
	  
27	  This	  price	  was	  mentioned	  by	  a	  trader	  and	  is	  anticipated	  to	  be	  the	  processor	  price,	  though	  not	  100%	  clear	  whether	  this	  was	  the	  
price	  paid	  by	  Buzeki	  to	  Cherobu	  hub	  or	  the	  price	  paid	  by	  the	  DBFA	  to	  suppliers	  of	  milk	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Figure	  13:	  EADD	  data	  on	  milk	  volumes	  per	  active	  member	  
	  
Furthermore	   the	  profitability	   of	   the	  Ugandan	  hubs	   is	   remarkable	   given	   their	  more	   recent	  development,	   a	  
variation	  on	  the	  model	  which	  was	  probably	  accompanied	  with	  a	  more	  painstaking	  implementation	  approach	  
and	   the	   quantities	   of	   milk	   being	   produced	   for	   a	   traditional	   market	   without	   bulking	   and	   chilling	   being	  
prerequisites	  to	  success.	  
Across	  the	  board,	  for	  hubs	  in	  both	  countries,	  farmer	  membership	  within	  the	  hubs	  has	  increased	  significantly	  
since	  their	  inception.	  However,	  the	  figures	  of	  active	  vs.	  inactive	  farmers	  and	  whether	  they	  are	  able	  to	  access	  
services	  or	  not,	  or	  sell	  their	  milk	  through	  the	  DFBA,	  are	  not	  able	  to	  be	  scrutinized	  systematically	  so	  that	  they	  
can	  be	  verified	  or	  to	  create	  learning	  that	  may	  contribute	  to	  the	  stage	  gate	  assessment	  tool.	  	  
Recurrent	  costs	  are	  poorly	  understood	  across	   the	  hubs	  due	   to	   the	   lack	  of	   consistent	  data	  collected	  at	   the	  
hub	   level.	   This	   is	   also	   not	   available	   in	   the	   feasibility	   studies,	   business	   plans	   or	   within	   Monitoring	   and	  
Evaluation	  plans	  examined	  to	  date	  and	  therefore	  profitability	  at	  the	  hub	  level	  is	  difficult	  to	  ascertain,	  despite	  
positive	  expectations	  on	  ROI	  only	  from	  the	  Ugandan	  hubs	  and	  particularly	  from	  Buikwe	  and	  Lugushulu.	  The	  
quantity	  of	  investment	  in	  Cherobu	  and	  Kabiyet	  strongly	  suggest	  a	  negative	  ROI	  in	  Kenya	  and	  this	  is	  an	  area	  
where	  care	  should	  be	  taken	  to	  understand	  the	  sustainability	  of	  the	  hub	  model	  in	  Kenya.	  	  
There	   are	   significant	   differences	   in	   the	   quantities	   of	  milk	   produced	   by	   the	   hubs	   related	   to	   their	   differing	  
sizes,	  membership	  and	   the	  productivity	  of	   their	   cows.	  There	   is	  a	   range	  of	  different	  profit	   scenarios	  of	   the	  
different	   hubs	   related	   to	   high	   quality	  milk	   (Kabiyet)	   or	   negotiations	   for	   good	  milk	   prices	   (Buikwe),	  which	  
would	  be	  beneficial	  to	  share	  across	  hubs.	  However,	  metrics	  for	  these	  parameters	  are	  not	  consistently	  found	  
either	  in	  the	  hubs	  or	  in	  documentation	  by	  the	  project.	  It	  is	  not	  clear	  where	  this	  information	  is	  aggregated	  to	  
understand	   the	   figures	   about	   the	   net	   value	   obtained	   for	   farmers	   in	   Phase	   I	   in	   the	   section	   relating	   to	   the	  
Phase	  I	  implementation.	  
Different	  contextual	   factors	  operate	  to	  a	  different	  extent	   in	  different	  hubs.	   In	  Cherobu	  the	   location	  within	  
tea	  plantations	  represents	  a	  competing	  livelihood	  option	  but	  at	  the	  same	  time	  there	  appears	  (as	  a	  result	  of	  
workers	  in	  the	  tea	  plantations)	  to	  be	  a	  potentially	  significant	  market	  for	  raw	  unchilled	  milk.	  In	  Kabiyet,	  the	  
drought	  almost	  brought	  the	  hub	  to	  its	  knees	  and	  in	  Uganda,	  the	  famer	  initiated	  hubs	  (Buikwe,	  Lugushulu	  and	  
Nabitanga)	  are	  more	  likely	  to	  be	  successful	  as	  they	  systematically	  follow	  farmers	  needs	  developing	  the	  hub	  
and	  its	  services	  in	  a	  more	  holistic	  way.	  Nabitanga	  has	  more	  challenges	  due	  to	  its	  location	  in	  a	  pastoralist	  area	  
with	  large	  numbers	  of	  cattle	  owned	  and	  challenges	  associated	  with	  the	  uptake	  of	  non-­‐traditional	  practices	  
such	  as	  AI	  and	  the	  resulting	  lower	  milk	  yields	  from	  traditional	  breeds.	  	  There	  are	  a	  number	  of	  ways	  forward	  
to	   allow	   the	   hubs	   to	   better	   adapt	   to	   the	   challenges	   within	   their	   contexts,	   such	   as	   Kabiyet	   focusing	   on	  
developing	  resilience	  to	  drought	  through	  water	  and	  feed	  conservation	  efforts	  building	  mitigation	  strategies	  
that	  are	  locally	  owned	  and	  resourced,	  and	  transitioning	  to	  a	  more	  sustainable	  level	  of	  staffing	  which	  would	  
allow	   a	   better	   return	   on	   investment	   and	   optimistically	   give	   way	   to	   a	   potential	   EADD	   exit;	   and	   Buikwe	  
EADD	  Project	  Evaluation	  Final	  Report	   	  
	  
Firetail	  Limited,	  3	  Dean	  Trench	  St,	  London,	  SW1P	  3HB	  
	  +44	  207	  148	  0910	  http://www.firetail.co.uk	  Registered	  in	  England	  &	  Wales	  05428065	  
	  
64	  
conducting	  more	  strategic	  analysis	  to	  identify	  options	  for	  its	  development	  such	  as	  small-­‐scale	  processing	  or	  
the	  sale	  of	  afternoon	  milk,	  or	   linking	  feeds	  development	  with	  by-­‐products	  from	  the	   local	  sugar	  production	  
industry	  in	  the	  area.	  
A	  number	  of	  the	  hubs	  have	  had	  challenges	  related	  to	  management	  and	  governance	  problems,	  however	  the	  
benefits	  of	  having	  a	  capable	  hub	  manager	  and	  board	  are	  some	  of	  the	  most	  valuable	  investments	  to	  turning	  
around	  dysfunctional	  hubs	  and	  making	  hubs	  with	  a	  basal	  level	  of	  good	  functionality	  much	  more	  profitable.	  
The	  measurement	   of	   sales	   of	  milk	   to	   processors,	   or	   the	   feasibility	   of	   developing	   a	   traditional	  market	   for	  
unchilled	   milk	   in	   conjunction	   with	   a	   CP	   selling	   milk	   to	   a	   processor,	   should	   be	   pursued	   so	   that	   the	   true	  
benefits	  to	  smallholder	  farmers	  can	  be	  accurately	  assessed	  and	  quantified	  as	  part	  of	  a	  markets	  for	  the	  poor	  
intervention	  that	  creates	  multiplier	  and	  spill	  over	  effects	  which	  can	  be	  beneficial	  and	  positive	  to	  the	  target	  
beneficiary	  group.	  
There	  are	  some	  very	  positive	  lessons	  to	  be	  drawn	  from	  good	  hub	  management	  such	  as	  the	  premium	  quality	  
milk	   from	   Kabiyet,	   and	   the	   mixed	   membership	   of	   small	   and	   larger	   producers	   at	   Lugushulu,	   where	   the	  
absence	  of	  a	  large	  debt	  has	  enabled	  it	  to	  become	  profitable	  early	  and	  has	  allowed	  it	  to	  use	  short	  term	  loans	  
to	   ensure	   farmers	   are	   being	   paid	   on	   time	   and	   to	   generate	   profits.	   There	   are	   also	   some	   areas	   worthy	   of	  
further	  investigation,	  such	  as	  Nabitanga	  where	  the	  diversion	  of	  milk,	  formerly	  used	  by	  women	  for	  ghee	  and	  
for	  household	  consumption	  is	  now	  being	  sold	  and	  could	  have	  unintended	  consequences	  related	  to	  childhood	  
nutrition.	  
Across	   the	   hubs	   there	   are	   lessons	   for	   the	   role	   that	   EADD	   should	   play	   in	   supporting	   the	   hub	   and	   board	  
structures	   and	   enabling	   them	   to	   make	   decisions	   that	   build	   ownership	   and	   loyalty	   among	   farmers.	   	   In	  
Lugushulu	  EADD	  has	  focused	  on	  providing	  support	  to	  the	  hub	  to	  build	   its	  capacity	  and	   it	  supports	  the	  ToT	  
approach	  together	  with	  that	  of	  model	  farmers	  which	  have	  both	  worked	  very	  well.	  On	  the	  other	  hand,	  EADD	  
should	   avoid	   interfering	   in	   hub	   or	   board	   decisions	   where	   there	   are	   debts,	   as	   it	   is	   perceived	   to	   be	   an	  
interfering	   investor	   and	   farmers	   are	   suspicious	   of	   its	   intentions.	   There	   are	   a	   number	   of	   reports	   that	   the	  
EADD	  reporting	  lines	  and	  remuneration	  packages	  impinge	  on	  the	  ability	  to	  work	  effectively	  as	  a	  functioning	  
team.	  This	   is	  most	  apparent	   in	   relation	   to	  being	  able	   to	   systematically	   track	  progress	   through	  appropriate	  
MLE	   systems	   and	   data	   collection	   and	   reflect	   as	   a	   cohesive	   team	   on	   improving	   performance.	   In	   addition	  
building	   a	   culture	   of	   learning	   in	   the	   initiative	   is	   critical	   to	   its	   success	   in	   Phase	   II.	   In	   the	   absence	   of	  
understanding	  the	  figures	  and	  seeing	  the	  approach	  in	  a	  dynamic	  sense,	  the	  teams	  cannot	  build	  a	  relationship	  
based	   on	   a	   common	   vision	   of	   what	   they	   are	   striving	   to	   achieve.	   Furthermore	   this	   must	   be	   done	   in	  
conjunction	  with	  hub	  actors	   to	  be	  most	  effective	   in	   the	  drive	   towards	   sustainable	  development	   solutions.	  
However,	  it	  must	  be	  acknowledged	  that	  scaling	  too	  fast	  might	  inhibit	  an	  ability	  to	  learn	  effectively.	  
A	  number	  of	  questions	  are	  apparent	  across	  the	  hubs	  related	  to	  the	  opportunities	  for	  selling	  afternoon	  milk	  
to	  traditional	  markets,	  or	  to	  stimulate	  more	  farmer-­‐owned	  chilling	  plants	  in	  hubs	  where	  processors	  currently	  
own	  the	  CP.	  What	  types	  and	   levels	  of	  support	   from	  EADD	  are	  appropriate	  and	  are	  certain	  hubs	  successful	  
due	  to	  the	  sheer	  number	  and	  volume	  of	  trainings	  that	  they	  have	  been	  exposed	  to?	  What	  are	  the	  factors	  that	  
have	   enabled	   a	   successful	  milk	   collection	   system	   to	   be	   put	   in	   place	   and	  why	   are	   key	  metrics	   such	   as	   the	  
number	  of	   inactive	   farmers	   not	   being	   tracked?	   Should	   the	   choice	   for	   sites	   be	  demand	  driven	   rather	   than	  
based	  on	  applying	  a	   standard	   set	  of	   criteria	   such	  as	  minimum	  farmer	   levels	  of	  2,000	  and	  10%	   investment	  
levels?	   	  How	  should	  support	  to	  the	  hub	  evolve	  with	  the	  evolution	  of	  the	  hub	  or	  farmers	  needs?	  Why	  does	  
EADD	  not	   facilitate	   the	  convening	  of	  hub	  actors	  across	   the	  board	   to	  exchange	   information,	   strategies	  and	  
look	  for	  opportunities	  and	  solutions	  to	  their	  challenges?	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6.1. Cross-­‐cutting	  Learning	  
1. Importance	  of	  effective	  management	  and	  governance	  as	  a	  key	  pillar	  of	  success	  and	  building	  farmer	  trust	  
2. Skilled	  manpower	   –	   particularly	   an	   entrepreneurial	  manager	  with	   experienced	   business	   acumen	  who	  
can	  triangulate	  the	  profit/loss	  accounts	  of	  hubs	  over	  time	  as	  well	  as	  manage	  a	  future	  vision	  for	  the	  hubs	  
that	  may	  want	  to	  look	  at	  specific	  targeting	  strategies	  for	  smaller	  farmers.	  
3. Satellite	  coolers	  bring	  milk	  closer	  to	  collection	  points	  nearer	  farmers	  point	  of	  production	  and	  increase	  
the	   quantity	   of	   milk	   for	   cooling	   plants.	   They	   also	   minimize	   the	   necessity	   for	   high	   utilization	   of	  
transporters	  to	  get	  milk	  to	  chilling	  plants.	  
4. Failing	  to	  engage	  key	  public	  sector	  agencies	  causes	  a	  backlash	  and	  confuses	  potential	  exit	  strategies	  
5. While	  Cherobu	  was	  a	  classic	  farmer-­‐owned	  chilling	  plant	  facility,	  bulking	  without	  chilling	  was	  practiced	  
for	  a	  significant	  portion	  of	  its	  life	  to	  date	  suggesting	  a	  more	  evolutionary	  trajectory	  of	  hubs	  rather	  than	  
a	  more	  rigid	  model.	  Despite	  collection	  and	  bulking	  being	  a	  low	  investment	  business	  venture,	  it	  is	  a	  good	  
starting	   and	   learning	   point	   and	   builds	   social	   capital	   before	   moving	   into	   a	   CP	   which	   is	   more	   capital	  
intensive.	  
6. EADD	   supports	   the	   salaries	   of	   extension	   workers,	   trainers	   and	   country	   level	   trainings.	   However,	   the	  
huge	   levels	  of	   investment	  by	  EADD	   seen	   in	   some	   cases	  make	   this	  model	   very	   cash	   intensive	   and	   the	  
production	  of	  milk	  although	  high	  quality	  is	  less	  profitable	  in	  real	  terms	  when	  compared	  to	  other	  models.	  
DFBA	  is	  considered	  responsible	  for	  increased	  farmer	  ownership.	  
7. Minimum	  of	  2000	  +	  membership	  base	  required	  before	  support	  from	  EADD	  is	  questionable	  in	  case	  such	  
as	  Lugushulu,	  Buikwe	  and	  Nabitanga	  which	  were	  all	  farmer	  initiated	  or	  led.	  
8. Cherobu,	  Buikwe,	  Lugushulu	  and	  Nabitanga	  suggest	  that	  rather	  than	  replicating	  a	  fixed	  model	  (CP	  with	  
fixed	   membership	   base)	   it	   is	   fruitful	   to	   look	   for	   locations	   where	   local	   developments	   are	   creating	  
conditions	  where	  hubs	  could	  be	  initiated	  and	  to	  support	  these	  with	  seed	  money	  and	  encourage	  them	  to	  
evolve	  along	  pathways	  that	  are	  responsive	  to	  local	  conditions.	  The	  TM,	  processor-­‐owned	  CP	  and	  hybrid	  
farmer/processor	  owned	  asset	  models	  illustrate	  some	  possible	  arrangements	  that	  may	  be	  suitable.	  
9. Good	   governance,	   management	   and	   commitment/interest/cohesiveness	   of	   farmers	   outweighs	  
potential	  for	  milk	  production	  as	  important	  success	  factors/predictors/preconditions.	  
10. A	  key	  to	  site	  selection	  is	  not	  only	  whether	  farmers	  produce	  sufficient	  milk	  for	  collective	  marketing	  but	  
also	  whether	  they	  will	  sell	  milk	  collectively.	  Investment	  in	  good	  quality	  studies	  to	  underpin	  selection	  of	  
sites	  for	  hubs	  is	  an	  important	  principle	  during	  the	  inception	  stage.	  The	  quality	  of	  the	  feasibility	  studies	  
examined	  had	  very	  little	  information	  on	  the	  local	  market	  potential	  formal	  or	  informal	  or	  both	  for	  each	  
hub.	  
11. When	  problems	  arise,	   intervention	  by	  EADD	  in	  management	  and	  governance	  risks	  the	  erosion	  of	  local	  
ownership	  at	   the	  hub.	   In	  Kenya,	  although	  clearly	  EADD	  perceive	   the	  government	   to	  have	   intervened,	  
hub	  actors	  perceive	  EADD	  to	  have	  driven	  the	  intervention	  and	  hold	  them	  responsible	  for	  eroding	  trust.	  
In	  Uganda	  there	  were	  reports	  of	  advice	  being	  given	  by	  different	  EADD	  consortium	  members	  that	  was	  
inconsistent	   which	   farmers	   noticed	   and	   commented	   upon.	   This	   raised	   their	   mistrust	   of	   some	   EADD	  
consortium	  members.	  
12. Limited	  monitoring	  data	  on	  business	  metrics,	  membership	  (numbers	  of	  active	  members	  and	  reasons	  for	  
inactivity)	   and	   other	   key	   hub	   dynamics	   (emerging	   outcomes)	   limits	   the	   capacity	   of	   hub	   boards	   and	  
managers	   for	   strategic	  management,	   and	   the	   capacity	   of	   EADD	   to	  make	   strategic	   decisions	   that	   are	  
evidence	  based,	  as	  well	  as	  effective	  for	  facilitation	  and	  supporting	  farmer	  needs.	  
13. EADD	   should	   see	   hub	  managers	   as	   valued	   partners	   in	   the	   desire	   for	   sustainability,	   growth	   and	   exit,	  
which	  are	  difficult	  to	  gauge	  in	  the	  actor	  perceptions	  presented	  in	  this	  study.	  
14. Limited	   and	   inconsistent	  monitoring	  data	  on	  business	  metrics,	  membership	   (e.g.	   numbers	   of	   inactive	  
members	   and	   reasons	   for	   inactivity)	   and	   other	   key	   hub	   dynamics	   may	   be	   limiting	   the	   capacity	   of	  
managers	  at	  hub	   level	  and	  within	  EADD	  staff	   teams	  to	  make	  strategic	  decisions	  about	   facilitation	  and	  
the	  support	  needs	  at	  each	  hub.	  Unless	  data	  is	  being	  captured	  and	  used	  effectively	  it	   is	  not	  clear	  if	  the	  
hubs	  are	  working	  to	  the	  advantage	  of	  farmers	  or	  having	  positive	  ROIs	  or	  why.	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7. Cross	  Program-­‐Level	  Findings	  and	  implications	  for	  EADDs	  Role	  
The	  findings	  in	  this	  section	  refer	  to	  supra-­‐hub	  level	  observations	  and	  lessons	  learned	  in	  Kenya	  and	  Uganda	  
from	  the	  perspective	  of	  EADD	  country	  and	  regional	  level	  staff.	  
In	   comparing	   the	   studies	   between	   the	   Kenya	   and	   Ugandan	   hub	  models,	   it	   is	   apparent	   that	   in	   Uganda	   a	  
deliberate	  attempt	  has	  been	  made	  to	  work	  with	  pre-­‐set	  criteria,	  such	  as	  the	  mobilization	  of	  2,000	  farmers	  
and	  expecting	  farmers	  to	  raise	  the	  10%	  start	  up	  costs,	  whilst	  also	  looking	  at	  ways	  to	  support	  demand	  driven	  
initiatives.	  	  	  
It	  was	  difficult	   to	   explore	   the	   full	   situation	  of	   youth	   and	  women	  and	   this	   is	   a	   significant	   limitation	  of	   this	  
study.	  In	  pursuing	  the	  strategy	  on	  inclusiveness	  a	  distinction	  between	  increased	  participation	  of	  women	  and	  
youth,	   and	   ownership	   and	   control	   of	   assets	   such	   as	   income	   or	   dairy	   cows	   should	   be	  made.	   Both	   groups	  
require	  very	  different	  strategies	  to	  reach	  them.	  An	  assessment	  of	  the	  specific	  constraints	  and	  opportunities	  
faced	  by	  women	  and	  by	   youth	  would	  help	   to	  develop	  a	   clear	   awareness	   for	  meaningful	  participation	  and	  
benefit	   for	   them	   from	   the	   grassroots	   to	   management	   levels.	   Although	   EADD	   has	   a	   gender	   strategy,	   the	  
perceptions	  of	  gender	  at	  the	  programme	  level	  were	  not	  emphasized.	  
The	   theory	   of	   change	   constructed	   for	   the	   first	   phase	   of	   the	  model	   overall	   does	   not	   show	   a	   relationship	  
between	  some	  of	  the	  activities	  and	  results	  and	  their	  contribution	  to	  outcome	  level	  domains.	  The	  object	  is	  to	  
use	  a	  carefully	  constructed	  M&E	  framework	  to	  test	  the	  assumptions	  underpinning	  the	  theory	  of	  change	  at	  all	  
levels	  and	  right	  up	  to	  outcomes	  and	  impacts.	  	  
Kenya	  is	  the	  country	  in	  which	  the	  typical	  farmer-­‐owned	  CP	  hub	  model	  is	  the	  main	  facility	  for	  bulking	  milk	  and	  
provides	  the	  DFBA	  with	  all	   the	  services	  required	  to	  support	   its	  milk.	  Much	  of	  this	   is	   related	  to	  the	   level	  of	  
maturity	   of	   the	   domestic	   market	   and	   the	   accessibility	   by	   farmers	   to	   sources	   of	   financial	   services	   either	  
formal	  banks	  (K-­‐Rep	  Bank,	  Equity	  Bank	  and	  also	  their	  Asset-­‐leasing	  financial	  instruments)	  and	  microfinance	  
institutions	   or	   community	   banks.	   When	   EADD	   began	   the	   model	   in	   Kenya,	   there	   were	   a	   number	   of	   pre-­‐
existing	  sites	  and	  the	  project	  has	  also	  developed	  new	  sites.	  Much	  of	  the	  analysis	  here	  focuses	  on	  the	  new	  
sites	  that	  EADD	  has	  developed,	  despite	  some	  of	  them	  having	  a	  long	  history.	  
What	  is	  the	  likely	  exit	  strategy	  for	  EADD	  in	  different	  circumstances?	  Why	  is	  the	  stage	  gates	  assessment	  tool	  
so	  poorly	  understood	  or	  utilized?	  Is	  there	  a	  way	  to	  ensure	  that	  hub	  level	  actors	  are	  involved	  in	  any	  data	  or	  
metrics	   that	   are	   captured	   and	   have	   time	   to	   reflect,	   learn	   and	   make	   decisions	   based	   on	   the	   evidence	  
presented.	  Can	  the	  financials	  that	  are	  drawn	  up	  by	  EADD	  be	  done	  more	  frequently	  so	  that	  the	  understanding	  
of	  active	  members	  and	  subscribers	  is	  similar	  amongst	  hub	  and	  EADD	  level	  actors,	  rather	  than	  appearing	  to	  
be	  orders	  of	  magnitude	  different.	  
The	  nature	  of	  the	  stage	  gate	  assessment	  is	  not	  well	  understood	  either	  by	  hub	  management	  or	  by	  EADD	  staff.	  
This	  uses	  weighted	  figures	  for	  business	  start	  up,	  profitability,	  value	  proposition	  to	  market,	  value	  proposition	  
to	  farmers,	  capital	  structure	  and	  governance	  for	  each	  hub	  but	  looking	  at	  the	  data	  for	  the	  hubs	  looked	  at	  in	  
this	  study,	  there	  seems	  to	  be	  some	  inconsistency	  in	  the	  results	  presented	  in	  2012	  on	  the	  movement	  of	  hubs	  
across	   the	   stages	   where	   Stage	   1	   refers	   to	   set	   up,	   Stage	   2	   to	   system	   development,	   Stage	   3	   on	   system	  
improvements,	  Stage	  4	  on	  holistic	  business	  development	  and	  Stage	  5	  to	  long	  term	  sustainability,	  growth	  and	  
differentiation.	  The	  last	  two	  phases	  are	  stabilization	  and	  growth	  phases	  to	  allow	  EADD	  to	  understand	  when	  
it	  may	   be	   appropriate	   to	   exit.	  Whilst	   one	   hub	   examined	  was	   in	   stage	   4	   by	   EADD’s	   classification,	   the	   exit	  
strategy	  for	  EADD	  for	  this	  hub	  is	  likely	  not	  to	  be	  straight	  forward	  given	  the	  quantity	  of	  investment	  in	  this	  hub	  
already	  and	  what	  is	  likely	  to	  persist	  when	  this	  support	  is	  withdrawn.	  In	  addition,	  the	  ROIs	  for	  different	  hubs	  
are	  critical	  in	  understanding	  what	  the	  options	  and	  choices	  for	  a	  sustainable	  future	  are.	  
There	   are	   mixed	   reports	   on	   whether	   the	   consortium	   has	   worked	   well,	   but	   the	   commitment	   to	   learning	  
platforms,	   the	   discipline	   to	   use	   routine	   tracking	   business	   metrics	   and	   effective	   MEL	   systems	   and	   the	  
convoluted	   reporting	   lines	   have	   been	   identified	   as	   particular	   areas	   of	   weakness.	   	   There	   are	   also	   issues	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associated	  with	  the	  disincentives	  related	  to	  multiple	  organizations	  with	  different	  remuneration	  policies	  and	  
levels.	  
8. Implications	  for	  New	  Country	  Roll-­‐out	  
The	   study	   team	   also	   did	   a	   literature	   review	   of	   Ethiopia	   and	   Tanzania	   to	   try	   and	   get	   a	   sense	   of	   the	  
implications	   from	   this	   study	  of	  moving	   into	   these	  new	   countries.	   The	  Dairy	   sector	   overview	  Ethiopia	   is	   in	  
Appendix	  8.1	  and	  the	  Dairy	  sector	  overview	  Tanzania	  is	  in	  Appendix	  8.2.	  
8.1. Ethiopia	  
Ethiopia	   has	   the	   largest	   number	   of	   cattle	   in	   Africa,	   and	   an	   emerging	   dairy	   sector	   with	   strong	   consumer	  
demand.	  However,	  the	  cattle	  are	  predominantly	  indigenous	  breeds	  and	  access	  to	  improved	  breeding	  stock,	  
AI	   services	   and	   feed	   for	   improved	   cattle	   are	   all	   challenges.	   Unlike	   Kenya	   and	   Uganda	   the	   value	   chain	   is	  
poorly	   integrated	  and	  emergent.	   In	  Addis	  Ababa	  there	  are	  a	   few	  processing	  companies	   that	  are	  becoming	  
well	  recognized	  although	  their	  number	  is	  expanding.	  In	  the	  rest	  of	  the	  country	  the	  dairy	  sector	  and	  formal	  
processors	  are	  at	  an	  extremely	  early	  stage	  in	  development.	  
Despite	  the	  numbers	  of	  cattle,	  Ethiopia	  has	  the	  lowest	  production	  yields	  in	  the	  region	  and	  improved	  breeds	  
of	  dairy	  cattle	  require	  significantly	  increased	  investments	  (animal	  health,	  feed	  and	  AI	  services)	  and	  therefore	  
higher	  production	  costs.	  The	  relative	  absence	  of	  national	  policies	  and	  a	  dairy	  board	  means	   that	   the	  major	  
opportunities	  to	  develop	  the	  sector	  are	  not	  well	  understood.	  
Although	  there	  is	  increasing	  consumer	  demand,	  90%	  of	  milk	  is	  not	  marketed	  and	  only	  64%	  is	  used	  for	  human	  
consumption.	  There	  are	  real	  opportunities	  to	  develop	  the	  sector	  but	  the	  learning	  has	  to	  be	  prioritized	  in	  a	  
country	  where	  the	  sector	  is	  weak	  and	  is	  dependent	  on	  many	  externalities.	  A	  very	  systematic	  tracking	  of	  the	  
programme	  and	  allowing	  the	  approach	  to	  be	  developed	  organically,	  driven	  by	  farmer	  needs	  is	  likely	  to	  pay	  
off.	  	  	  
Access	   to	   feed	  and	   service	  provision	  around	  emergent	  hubs	   is	   likely	   to	  be	   challenging	  given	   the	   relatively	  
primitive	  private	  enterprise	   sector	   and	   the	  ability	  of	   small	   holder	   farmers	   to	  have	  access	   to	   capital	   in	   the	  
form	  of	  microfinance.	  
A	  processor	  led	  model	  is	  likely	  to	  help	  kick	  start	  the	  process,	  but	  only	  if	  the	  relative	  disadvantage	  in	  price	  to	  
farmers	   is	   calculated	   and	   the	   risks	   managed	   actively.	   Due	   to	   the	   relative	   absence	   of	   private	   sector	  
opportunities	   for	  Ethiopian	  dairy	   farmers,	   it	   is	   likely	   that	   the	  hub	  approach	  will	   take	   longer	   in	   this	  context	  
than	  it	  has	  in	  Uganda	  and	  will	  need	  careful	  scrutiny	  to	  ensure	  that	  there	  are	  no	  unintended	  consequences	  to	  
farmers	  in	  the	  process.	  
8.2. Tanzania	  
Tanzania	   has	   the	   third	   largest	   cattle	   population	   in	  Africa,	  with	   the	  majority	   being	  made	   up	   of	   indigenous	  
cattle.	   	  Production	   systems	  are	  based	  on	   zero	  grazing,	   semi	  grazing	   (pasture	  and	  concentrates),	   and	  open	  
range	  systems	  with	  yields	  of	  approximately	  2	   litres	  of	  milk	  per	  day	  per	  cow,	  which	   is	  very	   low.	  Yields	  have	  
stagnated	   due	   to	   poor	   nutrition,	   disease	   and	   very	  weak	   extension	   services,	   particularly	   in	   the	   dry	   season	  
when	  water	  and	  grass	  are	  also	  limiting.	  
High	   prices	   and	   a	   lack	   of	   availability	   of	   fresh	  milk	   limit	   consumption	   and	   raw	  milk-­‐	  with	   a	   lower	   quality	   -­‐
generally	  dominates	  the	  market.	  	  	  
The	  dairy	  value	  chain	  is	  more	  developed	  than	  in	  Ethiopia,	  with	  producers,	  transporters,	  processors	  (formal)	  
and	   traders	   and	   retailers.	   While	   processed	   milk	   only	   comprises	   2-­‐3%	   of	   total	   milk	   production	   there	   is	  
potential	   to	  develop	  the	  formal	  and	   informal	  sub-­‐sectors	  due	  to	  the	  crowding	   in	  of	  so	  many	  actors.	  There	  
are	  over	  60	  processors	  dispersed	  across	  most	  regions	  of	  the	  country,	  some	  have	  vertically	  integrated	  chilling	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and	  bulking	  but	  only	  1-­‐2	  processors	  have	  UHT	  capability.	  	  Smallholder	  farmers	  contribute	  40%	  of	  processor	  
supply	   but	   processors	   are	   at	   or	   above	   capacity	   in	   the	   high	   season,	   which	   has	   implications	   for	   Phase	   II	  
expansion,	  and	  they	  may	  fall	  below	  25%	  of	  capacity	  in	  the	  low	  season.	  
Implications	  for	  Phase	  II	  expansion	  are	  likely	  to	  follow	  most	  closely	  from	  lessons	  learned	  in	  Uganda,	  but	  with	  
a	   less	  well-­‐developed	  value	  chain	  and	  demand	  for	   increased	  milk	  consumption	  articulated	  explicitly	  by	  the	  
market.	  	  Phase	  II	  should	  proceed	  in	  a	  more	  holistic	  way,	  with	  flexibility	  in	  understanding	  how	  various	  actors	  
can	   be	   incentivised	   to	   create	   fully	   functional	   hubs	   with	   both	   formal	   and	   informal	   sector	   market	  
opportunities.	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9. Summary	  of	  Conclusions	  and	  Lessons	  Learned	  
The	  summary	  of	  lessons	  learned	  is	  compiled	  from	  perceptions	  by	  hub	  actors	  and	  programme	  level	  staff	  and	  
also	  by	  an	  analysis	  of	  project	  documentation	  that	  led	  to	  various	  pieces	  of	  evidence	  –	  when	  combined	  -­‐	  that	  
provided	  some	  clear	  learnings.	  
A	  clear	  area	  that	  this	  study	  illustrated	  is	  that	  there	  are	  spillovers	  and	  multipliers,	  such	  as	  farmers	  selling	  their	  
milk	  to	  informal	  markets,	  that	  could	  ultimately	  suggest	  that	  this	  project	  is	  more	  successful	  than	  is	  currently	  
being	  reported	  –	  particularly	  where	  it	  relates	  to	  farmers	  livelihood	  benefits	  such	  as	  income	  gains	  and	  access	  
to	   capital	   and	   resources	   and	   services.	   Tracking	   this	   could	   help	   gain	   a	   deeper	   insight	   as	   to	   the	   relative	  
benefits	  for	  farmers	  and	  help	  explain	  some	  farmer	  behaviour	  to	  lapse	  as	  active	  members	  and	  side	  sell	  their	  
milk.	   The	  numbers	  of	  active	   farmers	   supplying	  milk	  as	  an	  overall	  proportion	  of	  members	  of	   the	  hub	   is	   an	  
area	  of	  some	  concern,	  as	  the	  disparities	  between	  hub	  actors	  and	  EADD	  staff	  seem	  to	  be	  much	  greater	  than	  
expected.	   It	   would	   be	   useful	   to	   know	   more	   about	   whether	   despite	   becoming	   inactive,	   farmers	   are	   still	  
finding	  opportunity	  to	  sell	  their	  milk	  informally.	  
The	  conclusions	  presented	  in	  this	  section	  are	  based	  on	  a	  number	  of	  key	  areas	  where	  the	  evidence	  pointed	  to	  
clear	  lessons	  learned:	  
1. Farmer-­‐led	   models	   of	   the	   EADD	   hub	   intervention	   are	   likely	   to	   help	   scale	   and	   sustain	   the	   more	  
traditional	  farmer	  owned	  CP	  model	  of	  the	  Kenyan	  context.	  
2. A	  more	   rigid	  model	   even	   in	   the	   Kenyan	   context	  would	   benefit	   from	   an	   evolutionary	   and	   responsive	  
approach	  to	  farmers	  needs	  and	  desires	  to	  generate	  income	  from	  dairy.	  	  
3. In	  Uganda	  it	   is	   impressive	  that	  EADD	  have	  adapted	  their	  approach	  to	  be	  farmer	  led	  and	  more	  holistic.	  
The	  profitability	  and	  the	  potential	  ROIs	  for	  Ugandan	  hubs	  are	  encouraging	  and	  have	  clearer	  pathways	  
for	   both	   sustainability	   and	   exit	   strategies	   for	   EADD.	   These	   hubs	   have	   the	  most	   relevant	   findings	   for	  
scaling	  the	  project	  into	  Tanzania	  and	  Ethiopia	  given	  the	  external	  constraints	  in	  those	  countries,	  such	  as	  
the	  availability	  of	  finance	  to	  farmers,	   lack	  of	  AI	  services,	   lack	  of	  feed	  services	  and	  the	  management	  of	  
animal	  health	  as	  well	  as	  the	  capacity	  of	  extension	  systems.	  
4. In	   Kenya	   there	   are	   opportunities	  with	   the	   traditional	   farmer-­‐owned	   CP	  model	   to	   develop	   diversified	  
markets,	  to	  encourage	  farmers	  to	  be	  active	  and	  to	  understand	  whether	  this	  is	  related	  to	  production	  or	  
profitability	   constraints,	   especially	   for	   smallholder	   farmers.	   In	   addition,	  markets	   for	   selling	   afternoon	  
milk,	  value	  addition	  for	  milk	  products	  and	  other	  relationships	  with	  hawkers	  and	  processors	  should	  all	  be	  
considered	  multiplier	  effects	  of	  market	  development	  for	  dairy	  development	  at	  a	  sub-­‐sectoral	  level.	  Milk	  
flows	   into	   these	   channels	   (including	   the	  prices	  paid)	  will	   give	  a	  more	  accurate	   reflection	  of	   the	  value	  
conferred	  to	  farmers.	  
5. There	   is	  a	  good	  deal	  of	  work	   required	   to	  understand	   the	   relationship	  of	  active	  vs.	   inactive	   farmers	   in	  
Phase	   I	   of	   this	   project.	   There	   is	   an	   inconsistency	   with	   the	   numbers	   of	   farmers	   that	   are	   active	   as	   a	  
proportion	  of	  the	  overall	  beneficiaries	  of	  this	  project	  and	  the	  profitability	  metrics	  that	  are	  apparent	  in	  
the	  mid	   term	   review	  of	   the	  EADD	  project.	   The	   suggestions	   that	   farmers	  have	  benefitted	   through	   the	  
generation	  of	  large	  amounts	  of	  income	  from	  the	  project	  is	  difficult	  to	  reconcile	  with	  the	  large	  numbers	  
of	   inactive	   farmers	   in	   some	   of	   the	   hubs	   examined.	   Information	   within	   the	   MTE	   report	   is	   also	   very	  
positive	   given	   that	   EADD	   has	   only	   reached	   37,000	   households	   out	   of	   186,000	   targeted	   in	   the	   initial	  
EADD	  intervention	  of	  Phase	  I	  which	  also	  suggests	  some	  inconsistency	  with	  the	  findings	  presented	  here.	  
6. There	  are	  multiple	  citations	  in	  the	  research	  that	  allude	  to	  the	  difficulties	  of	  the	  EADD	  implementation	  
structure	   that	   can	   support	   learning	   between	   members	   of	   the	   consortium	   and	   also	   at	   lower	   levels	  
between	  the	  hubs.	  EADD	  needs	  to	  exercise	  a	  keen	  self-­‐awareness	  of	  perceptions	  about	  it	  and	  trust	  and	  
transparency	  issues	  with	  the	  hub	  actors.	  One	  way	  to	  ensure	  there	  is	  greater	  trust	  is	  to	  share	  evidence	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and	   data	   between	   EADD	   and	   hub	  managers	   and	   farmers	   where	   appropriate	   to	   generate	   a	   common	  
vision	  of	  achievement	  between	  the	  different	  groups.	  
7. The	  consistent	  lack	  of	  business	  metrics	  at	  hub	  levels	  and	  a	  lack	  of	  information	  flows	  to	  higher	  strategic	  
levels	   of	   the	   programme	   management	   are	   systematically	   undermining	   the	   ability	   of	   the	   project	   for	  
evidence	   based	   decision	   making	   and	   being	   able	   to	   understand	   what	   is	   working	   and	   why	   at	   a	  
fundamental	   level	   in	   different	   contexts.	   In	   relation	   to	   EADD’s	   role	   moving	   forwards,	   there	   is	   ample	  
opportunity	  in	  the	  value	  of	  the	  hub	  approach	  but	  for	  EADD	  to	  make	  significant	  gains	  it	  will	  need	  to	  a)	  
reflect	   the	   full	  benefit	  of	   the	  hub	  approach	   including	  multiplier	  and	  spillover	  effects	  and	  b)	  allow	   the	  
model	   to	   reach	   its	   full	   potential	   for	  profitability	   for	   farmers	  and	   therefore	  a	   real	   and	  opportunity	   for	  
sustainability	  by	  being	  driven	  by	  farmers	  needs.	  
8. There	  is	  little	  gender	  information	  other	  than	  the	  numbers	  of	  men	  and	  women	  farmers	  associated	  with	  
the	  hubs.	  However,	  there	  are	  significant	  issues	  around	  the	  labour	  and	  the	  feeds	  required	  to	  sustain	  and	  
derive	  benefits	  from	  improved	  breeds	  of	  cattle	  that	  may	   impact	  women	  negatively	  and	  which	  require	  
further	  attention	  and	  focus,	  even	  if	  only	  to	  offset	  any	  criticism	  about	  the	  unintended	  consequences	  of	  
engaging	  women	  in	  improved	  breeds	  of	  cattle.	  In	  addition,	  whether	  women	  produce	  butter	  in	  Ethiopia	  
and	  retain	  the	  benefits	  of	  doing	  so	  or	  as	  their	  enterprises	  become	  more	  efficient	  and	  profitable	  whether	  
they	   lose	   these	   opportunities	   to	   participate	   to	   their	  men.	  Women	   are	   also	   involved	   in	   activities	   that	  
require	  attention	  to	  detail	   including	  processing	  and	  adding	  value,	  which	  are	  key	  opportunities	   for	   the	  
development	   of	   the	   dairy	   value	   chain.	   The	   IPMS	   article,	   ‘Empowering	   women	   through	   value	   chain	  
development:	  Good	  practices	  and	  lessons	  from	  IPMs	  experiences’	  is	  a	  valuable	  introduction	  for	  Ethiopia.	  
10. Recommendations	  
There	  are	  a	  number	  of	   recommendations	  emanating	   from	  this	   study	  of	   the	  hub	  model	  approach	   for	  dairy	  
value	  chain	  development	  in	  East	  Africa.	  
Future	   thinking	  on	  MEL	  needs	   to	   include	  a	   framework	   that	  guides	  what	   information	  will	  be	  collected,	  but	  
also	  how	  the	  information	  can	  lead	  to	  decision-­‐making	  and	  learning	  can	  be	  cascaded	  up	  or	  down	  the	  levels	  of	  
intervention.	  	  
10.1. The	  Hub	  Model,	  Profitability,	  Farmer	  Categories	  and	  Markets	  
1. There	   appears	   to	   be	   no	   ideal	   hub	  model	   across	   the	   study	   sites	   and	   the	   different	   contexts	   of	   this	  
study.	   The	   results	   articulated	   in	   this	   report	   suggest	   a	   much	   more	   thoughtful,	   and	   holistic	   hub	  
development	  model	   that	   is	   driven	   by	   farmers’	   needs	   and	   the	   context	   (i.e.	   farmers’	  willingness	   to	  
produce	  milk	   rather	   than	  pursue	  other	   livelihoods).	   	   The	  maturity	   of	   the	  dairy	   sector	   to	   drive	   the	  
industry,	  the	  availability	  of	  experienced	  and	  talented	  individuals	  (who	  are	  some	  of	  the	  most	  valuable	  
partners	   to	   EADD	   in	  management	   positions	   at	   the	   hubs)	   and	   the	   potential	   for	   income	   generation	  
(informal,	  formal,	  secondary	  enterprise	  models	  such	  as	  feed	  enterprises,	  ghee	  or	  butter	  making	  or	  AI	  
technicians,	  transporters	  etc.)	  at	  the	  local	  level	  are	  all	  factors	  that	  will	  drive	  the	  particular	  model	  that	  
succeeds	   in	  a	  particular	  context.	  The	   findings	  also	   illustrate	  the	  tremendous	  difficulties	   the	  project	  
seems	  to	  have	  experienced	  related	  to	  keeping	  farmers	  loyal,	  active	  and	  engaged	  from	  the	  outset	  to	  
the	   independence	   of	   the	   dairy	   farmer	   business	   association,	   cooperative	   or	   newly	   formed	   traders	  
association	  as	  it	  evolves	  into	  a	  fully	  operational	  business	  mode.	  
2. To	   understand	   this	   better,	   a	   deliberate	   decision	   will	   need	   to	   be	   made	   between	   the	   trade-­‐offs	  
associated	   with	   scaling	   up	   and	   learning	   and	   improving	   as	   the	   project	   seeks	   to	   move	   into	   new	  
geographies.	   Accompanying	   this	   is	   a	   necessity	   for	   much	   better	   quality	   information	   during	   the	  
assessment	   phases	   of	   a	   particular	   hub,	   and	   in	   the	   implementation	   of	   a	   hub	   through	   a	   tracking	  
system	   that	   is	   owned	  by	   the	  hub	  manager	   (in	   relation	   to	   routine	   business	  metrics)	   and	  by	   higher	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level	  EADD	  managers	  (at	  the	  level	  of	  M&E)	  for	  effective	  targeting	  of	  smallholder	  farmers,	  social	  and	  
financial	  returns	  on	  investments	  levels	  at	  individual	  beneficiary	  and	  hub	  levels,	  and	  a	  workable	  and	  
easily	   appreciable	   stage-­‐gate	   system	   that	   is	   a	   meaningful	   tool	   to	   identify	   what	   conditions	   the	  
movement	  of	  the	  hubs	  between	  different	  stages	  of	  maturity,	  and	  an	  eventual	  exit	  by	  EADD.	  Without	  
an	  emphasis	  on	  Learning,	  the	  hub	  management	  will	  not	  develop	  the	  capacity	  to	  manage	  these	  hubs	  
into	   the	   future	  with	   both	   independence	   from	   EADD	   and	   a	   good	   chance	   of	   succeeding	  within	   the	  
demands	  of	  the	  sectoral	  and	  industrial	  environment.	  
3. Some	   assumptions	   in	   the	   model	   suggesting	   that	   demand	   from	   processors	   is	   more	   reliable	   than	  
demand	  from	  the	  informal	  sector	  in	  providing	  a	  more	  reliable	  and	  stable	  income	  source	  for	  farmers	  
are	   not	   bearing	   out	   in	   such	   clear	   cut	   terms.	   If	   the	   number	   of	   unregistered,	   or	   inactive	   farmers	  
exceeds	   the	   number	   of	   active	   farmers	   in	   any	   particular	   hub	   because	   of	   the	   potential	   returns	   of	  
higher	  prices	  from	  the	  informal	  sector,	  and	  a	  need	  for	  ready	  cash	  as	  is	  apparent	  in	  some	  of	  the	  case	  
studies	  reflected	  upon,	  then	  this	  assumption	  does	  not	  hold	  true.	  Furthermore,	  the	  segmentation	  of	  
small	  vs.	  larger	  farmers	  may	  skew	  this	  assumption,	  but	  for	  smallholder	  farmers	  there	  is	  inadequate	  
evidence	  being	  collected	  by	  EADD	  to	  effectively	   test	   this	  assumption.	  A	   further	  assumption	   is	   that	  
poor	   farmers	   need	   credit	   and	   its	   supply	   through	   the	   hub	   check	   off	   system	   to	   help	   them	   increase	  
profitability.	   Similarly,	   there	   are	   models	   that	   utilize	   financial	   instruments	   already	   in	   existence	  
(SACCOs,	   village	   banks),	   which	   are	   far	   larger	   and	  more	   resilient	   in	   supplying	   farmers	   with	   credit.	  
There	   is	   also	   a	   real	   concern	   that	   there	   is	   inadequate	   evidence	   to	   fully	   understand	   if	   the	  hubs	   are	  
allowing	  poor	  farmers	  to	  increase	  their	  profitability	  alongside	  their	  ability	  to	  acquire	  services.	  Again,	  
the	  relationship	  between	  active	  and	  inactive	  farmers	  over	  time	  is	  expected	  to	  provide	  some	  insights	  
into	  why	  farmers	  appear	  to	  be	  leaving	  in	  very	  large	  numbers	  and	  why	  the	  first	  phase	  of	  the	  project	  is	  
providing	   benefits	   for	   only	   20%	   of	   the	   original	   target	   of	   farmers.	   What	   category	   these	   farmers	  
belong	  to	  is	  also	  unclear.	  
4. There	   is	   an	   acceptance	   by	   the	   programme	   managers	   in	   some	   instances,	   that	   farmer	   owned	   CPs	  
increase	   the	   bargaining	   power	   of	   farmers,	  which	   can	   lead	   to	   increased	   prices	   and	   generally	  more	  
favourable	   terms	  with	   processors.	  However,	   there	   are	  multiple	   of	   options	   for	   farmers	   to	   produce	  
milk	  for	  markets	  in	  which	  they	  can	  play	  a	  more	  active	  negotiating	  role.	  It	  is	  clear	  that	  farmers	  adapt	  
sales	  channels	  depending	  on	  what	  they	  feel	  offers	  them	  flexible	  options	  for	  stable	  vs.	  ready	  cash	  and	  
there	   are	  multiple	  models	   of	   intervention,	   from	   pre–bulking	  models	   to	   stronger	   DFBAs	   and	   even	  
farmers	  who	  have	  become	  traders,	  utilizing	  a	  traders	  model.	  
10.2. Monitoring	  and	  Evaluation,	  Key	  Business	  and	  Social	  Change	  Metrics	  	  
1. In	   reviewing	   the	   2008	   M&E	   Framework	   and	   Baseline	   Plan	   for	   the	   EADD	   project	   there	   are	   80	  
indicators	   that	   were	   suggested	   for	   tracking	   purposes.	   However,	   these	   fall	   into	   a	   number	   of	  
categories	  (See	  Appendix	  9.1).	  There	  is	   little	  evidence	  that	  hub	  actors	  are	  aware	  of	  the	  EADD	  M&E	  
system	  or	  that	  data	  related	  to	  the	  metrics	  is	  being	  captured	  systematically	  at	  any	  level.	  
2. The	   number	   of	   indicators	   –	   which	   appear	   to	   be	   more	   attuned	   to	   business	   metrics	   should	   be	  
collected	  routinely	  at	  the	  level	  of	  the	  hubs	  (through	  computerized	  systems	  or	  hand	  held	  devices)	  and	  
should	   be	   used	   to	   track	   the	   business	   viability	   of	   the	   hubs.	   These	  might	   include	   the	   categories	   in	  
Appendix	  9.1	  that	  refer	  to:	  
• Income	  from	  dairy	  
• Production	  and	  Asset	  Turnover	  Indictors	  
• Operating	  expenses	  and	  Financial	  Efficiency	  Indicators	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3. For	  the	  purposes	  of	  EADD	  there	  are	  a	  number	  of	  indicators	  which	  are	  more	  geared	  to	  intermediate	  
outcomes	   and,	   again,	   outcomes	   that	   could	   include	   tracking,	   routine	   monitoring	   and	   six-­‐monthly	  
reflections	  at	  the	  higher	  management	  levels,	  which	  include:	  
• Human	  nutrition	  and	  Health	  
• Social	  change	  
• Livelihood	  Diversification	  
• Asset	  Gains	  
• Environmental	  Management	  
• Education	  and	  Training	  	  
	  
4. Finally,	   there	   are	   some	   outcome	   indicators	   that	   could	   accompany	   the	   objectives	   within	   the	  
upcoming	  Impact	  Evaluation	  that	  would	  be	  valuable	  for	  understanding	  in	  more	  depth:	  
• Number	  of	  business	  development	  services	  linked	  to	  sources	  of	  microfinance	  
• Quantity	  of	  milk	  passing	  through	  the	  existing	  CPs	  
• Revenues	  generated	  by	  existing	  CPs	  
• Quantity	  of	  other	  processes	  milk	  products	  sold	  by	  local	  processors	  
• The	   percentage	   of	   marketed	   milk	   supplied	   by	   target	   farmers	   and	   sold	   as	   processed	   milk	   or	  
processed	  products	  
• The	   percentage	   of	   marketed	   milk	   supplied	   by	   all	   farmers	   and	   sold	   as	   processed	   milk	   or	  
processed	  products	  
• The	   percentage	   of	   inseminators	   and	   animal	   care	   health	   care	   workers	   attending	   training	   in	  
business	  skills	  	  
• Number	  of	  farmers	  trained	  in	  mentoring/coaching	  farmers	  on	  high	  quality	  feed	  production	  and	  
use.	  
	  
5. A	  full	   revision	  of	   the	  project’s	  Theory	  of	  Change	  (Appendix	  9.2.)	  and	  the	  M&E	  plan	   is	  necessary	  to	  
ensure	  a	  common	  vision	  amongst	  all	  stakeholders	  and	  clear	  partitioning	  of	  roles	  for	  data	  collection,	  
analysis	   and	   responsibilities	   within	   the	   broader	   team.	   This	   will	   lay	   a	   foundation	   for	   a	   successful	  
Phase	   II	   where	   an	   emphasis	   on	   learning	   can	   help	   the	   project	   to	   really	   unpack	   and	   think	   through	  
trade-­‐offs	  within	  a	  system	  approach,	  rather	  than	  each	  member	  of	  the	  consortium	  doing	  what	  they	  
do	  best	  by	  themselves.	  
6. In	   relation	   to	   the	   collection	   of	   metrics	   at	   hub	   and	   EADD	   levels,	   the	   much	   alluded	   to	   structural	  
barriers	   in	   the	   implementation	   of	   EADD	   should	   be	   attended	   to,	   so	   that	   this	   information	   can	   be	  
aggregated,	   discussed	   and	   considered	   strategically	   with	   all	   the	  members	   of	   the	   consortium	   each	  
bringing	  a	  comparative	  advantage	  from	  their	  vantage	  point	  in	  the	  system.	  	  
7. A	   final	   addition	   to	   the	  M&E	   section	   relates	   to	  measurement	   of	  market	   spillovers,	  multipliers	   and	  
benefits,	   including	   asset	   acquisition	   and	   employment.	   This	   includes	   the	   sales	   of	   afternoon	   milk,	  
value	   addition,	   feed	   industries	   stimulated	   and	   created	   etc.	   The	   dynamics	   of	   change	   in	   a	   market	  
system	  are	  currently	  not	  captured	  in	  Phase	  I,	  and	  are	  likely	  to	  illustrate	  greater	  financial	  benefits	  and	  
returns	  to	  those	  engaging	  (actively	  or	  passively)	  with	  the	  hubs	  and	  to	  provide	  a	  better	  illustration	  of	  
value	  derived	  for	  primary	  beneficiaries.	  This	  would	  include	  tracking	  informal	  market	  sales	  and	  prices	  
associated	  with	  these	  over	  the	  lifetime	  of	  the	  project.	  
8. The	  deliberate	  collection	  of	  gender-­‐disaggregated	  data	  will	  be	  important	  to	  capture	  any	  unintended	  
consequences	   as	   well	   as	   benefits	   resulting	   from	   womens’	   participation.	   In	   geographies	   such	   as	  
Ethiopia	   this	   is	   likely	   to	   be	   very	   important	   since	   the	  maturity	   of	   feed	   industries,	   AI	   services,	   and	  
animal	  health	  may	  be	  less	  than	  in	  Kenya	  and	  Uganda.	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10.3. Design	  Implications	  for	  Phase	  II	  –	  Impact	  Evaluation	  and	  Structural	  
1. There	   are	   important	   implications	   to	   consider	   in	   the	   upcoming	   TORs	   for	   impact	   evaluation	  work.	   	   	   An	  
important	  question	  relates	  to	  what	   is	  really	  feasible,	  what	  do	  we	  really	  need	  to	  know	  and	  what	  do	  we	  
intend	  to	  do	  with	  this	  information.	  	  
• The	  purpose	  needs	  to	  be	  very	  tight.	  In	  its	  current	  form	  the	  TORs	  for	  this	  work	  appear	  to	  be	  an	  
extremely	   large	  piece	  of	  work,	  which	   is	   less	   focused	   than	   is	  ultimately	  going	   to	  be	  of	   value.	  A	  
suggestion	  on	  the	  key	  priorities	  might	  be	  better	  reframed:	  
• Clarifying	   what	   the	   programme	   tried	   to	   achieve	   and	   how	   (that	   is,	   articulating	   its	   theory	   of	  
change,	  or	  developing	  a	  logic	  model).	  
• Reviewing	   available	   data	   to	   check	   adequacy	   to	   support	   an	   evaluation,	   or	  whether	   it	   suggests	  
there	   is	   sufficient	   information	   already	   so	   that	   parts	   of	   the	   TOR	   as	   currently	   framed	   are	  
superfluous	   (for	   example,	   if	   it	   is	   already	   clear	   that	   there	   are	   issues	   around	   financial	  
sustainability,	   then	   there	   might	   not	   be	   much	   point	   in	   looking	   at	   this	   in	   detail,	   as	   currently	  
proposed	  in	  the	  TOR).	  
• Checking	  whether	  there	   is	  genuine	  commitment	  to	  supporting	  and	  using	  the	  evaluation	  within	  
the	  organisations	  and	  how.	  
• In	   relation	   to	   the	   upcoming	   independent	   evaluation	   of	   EADD,	   an	   evaluability	   assessment	   is	  
recommended	  as	  a	  preliminary	  step,	  to	  assess	  the	  extent	  to	  which	  the	  proposed	  evaluation,	  as	  
framed	   in	   the	  Terms	  of	  Reference,	   is	   likely	   to	  be	  feasible,	   credible	  and	  useful.	  The	  evaluability	  
assessment	  could	  address	  three	  main	  areas:	  1)	  clarifying	  what	  EADD	  tried	  to	  achieve	  and	  how,	  
by	  revisiting	  and	  refining	  its	  theory	  of	  change;	  2)	  reviewing	  the	  TOR	  questions	  to	  assess	  whether	  
there	  is	  already	  sufficient	  information	  available	  about	  any	  of	  them;	  3)	  reviewing	  available	  data	  to	  
see	   if	   it	   is	   adequate	   to	   support	   the	   evaluation;	   and	   4)	   checking	   whether	   there	   is	   genuine	  
commitment	  to	  supporting	  and	  using	  the	  evaluation	  within	  the	  organisation.	  
2. The	  structural	  set	  up	  of	  the	  implementation	  of	  EADD	  revealed	  some	  shortcomings,	  which	  may	  either	  be	  
responsible	   for	   the	   lack	   of	   systematic	   data	   capture	   or	  mean	   that	   if	   data	   is	   systematically	   collected	   it	  
cannot	  be	  overseen	  by	  a	  range	  of	  people	  who	  can	  learn	  from	  it	  and	  help	  define	  strategic	  choices	  moving	  
forwards.	  In	  planning	  for	  the	  design	  of	  Phase	  II	  it	  is	  critically	  important	  to	  address	  this	  in	  order	  to	  correct	  
some	  of	  the	  shortcomings	  of	  the	  first	  Phase.	  
